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Do you think it's possible to truly enjoy your job? No matter what
it is or where you are? Timothy Gallwey does, and in this ground-
breaking book he tells you how to overcome the inner obstacles
that sabotage your efforts to be your best on the job.

Timothy Gallwey burst upon the scene twenty years ago with
his revolutionary approach to excellence in sports. His bestselling
hooks The Inner Game of Tennis and The Inner Game of Golf, with
over one million copies in print, changed the way we think about
learning and coaching. But the Inner Game that Gallwey discov-
ered on the tennis court is about more than learning a better
backhand; it is about learning how to learn, a critical skill that,
in this case, separates the productive, satistied employee from
the rest of the pack. For the past twenty years Gallwey has taken
his Inner Game expertise to many of America's top companies,
including AT&T, Coca-Cola, Apple, and IBM, to teach their man-
agers and employees how to gain better access to their own inter-
nal resources.

What inner obstacles is Gallweytalking about? Fear of failure,
resistance to change, procrastination, stagnation, doubt, and
boredom, to name a few. Gallwey shows you how to tap into your
natural potential for learning, performance, and enjoyment so that
any job, no matter how long you've been doing it or how little you
think there is to learn about it, can become an opportunity to
sharpen skills, increase pleasure, and heighten awareness. And
if your work environment has been turned on its ear by Internet
technology, reorganization, and rapidly accelerating change, this
hook offers a way to steer a confident course while navigating
your way toward personal and professional goals.

The Inner Game of Work teaches you the difference between
a rote performance and a rewarding one. It teaches you how to
stop working in the conformity mode and start working in the
mobility mode. It shows how having a great coach can make as
much difference in the boardroom as on the baskethall court—
and Gallwey teaches you how to find that coach and, equally
important, how to become one. The Inner Game of Work challenges
you to reexamine your fundamental motivations for going to work
in the morning and your definitions of work once you're there. It
will ask you to reassess the way you make changes and teach you
to look at work in a radically new way.
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Preface
by Peter Block

So much is changing in the way we do business, the capacity to
adapt and to shift our thinking is critical to success. The challenge
is how to transform institutions that have been hardwired for con-
sistency, control, and predictability into cultures where learning,
surprise, and discovery are truly valued.

The Inner Game of Work helps us define the landscape of what
has become known as a "learning organization." In this book, any
manager or employee who has the courage and commitment to
realy learn about learning will find concepts and practices that can
turn the intention of a learning organization into a day-to-day,
lived experience.

Most of the traditional strategies for creating a learning orga-
nization have involved extracurricular activities. We conduct train-
ing events, special programs, and meetings about creating a
learning culture. One side effect of these special efforts is that they
reinforce the limiting belief that learning and doing are separate
and competing activities. We struggle with the tension between
how much learning we can afford before it starts interfering with
producing. We worry about the "transfer” of learning: how to
take the learning and bring it "back" into the workplace. The
Inner Game resolves the tension between learning and doing by
showing us that they are both part of a bigger whole.

Tim Gallwey's ideas about learning have, from the beginning,
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been uniquely insightful and radically practical. In 1976, Tim
Gdlwey's The Inner Game of Tennis profoundly changed the way |
thought about many things, not just tennis, and twenty-three years
later, its influence is still strong. It showed me, for the first time,
that our efforts to improve ourselves and our performance actually
interfere with what we hope to achieve. Tim challenged much of
what we believe about teaching and learning by revealing that
much of the teaching we do is actually hostile to learning. The
Inner Game of Work brings these insights directly into the work-
place.

The idea that our standard methods of teaching and coaching
reduce performance is radical. Most educational institutions and
workplaces rely heavily on instruction and direction, so if al these
efforts at improvement are not useful, we had better pay attention.
Plus, if instruction doesn't work, what does? Many writers de-
scribe what is wrong with the world, but they become theoretical
or abstract when it comes time for real workable alternatives.

What is special about Tim's work is that he not only defines
the nature of our interference, he offers beautifully concrete ways
to increase learning and performing that minimize instruction and
direction. Thisis his genius. He understands how we learn and has
spent his life creating ways we can un-manage ourselves toward
higher achievement. The Inner Game has changed the way many
people relate to their work, and perhaps even more important, it
offers institutions a way to simultaneously create learning, improve
performance, and foster a more satisfying workplace.

Becoming a learning culture is very demanding. It requires
more than most of us realize and asks managers to have a deep
enough commitment to learning and performance to give up
some control. The challenge of the Inner Game is that it requires
faith and a great deal of unlearning of bad habits. The Inner Game
demands that we value awareness, consciousness, and paying atten-
tion to what is happening within and around us. No easy assign-
ment. In our Western culture, as soon as you say the words
awareness and attention, it is labeled New Age and the theory is dis-
missed as a form of California dreaming. It's not.
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The fundamental question is, What is possible in the work-
place? Can we have good performance, high enjoyment, and high
learning al at the same time? This raises the deeper question of
what is the purpose of work. Is the purpose of work to deliver in-
stitutional outcomes—greater profit, higher service levels, market
domination? The economists, the financial community, and the
business press have a simple answer to this question: show me the
money.

For most people, though, the question of purpose is more
complex. They accept the need for economic success, but there is
more to work than meets the wallet. People care about the work-
place culture, its relationships, the opportunity to fulfill their po-
tential, and the chance to learn and improve their skills. We often
treat this as a tension between management and employees, but
that is not the real issue. It is an individual, internal struggle. We
are constantly torn between getting results and living a process that
is humanly satisfying.

It is in this arena that the Inner Game offers hope. Tim con-
stantly raises the question of what game we are playing. Can we
play a satisfying Inner Game and at the same time meet the re-
quirements of the outer game?

Finding some cohesion between inner and outer, however, de-
mands some radical experimentation. We need to try new struc-
tures, new practices, and new ways to honor the complexity of the
question.

Many years ago, Tim and | attended a national sales conference
for alarge American corporation. It goes without saying that sales-
people like to compete. They not only like to compete, they be-
lievein it. Competition is the point of it all; to be awinner in the
marketplace is both the goal and the reward. That is true for both
the business and the person. This whole sales conference was, in
fact, an assembly of winners, an affirmation that they were the best
in the company and probably the best in the industry, perhaps in
the world.

Following a presentation on Inner Game coaching, Tim
agreed to manage the annual tennis tournament, a tradition at
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every sales conference. After all, winners love a tournament, and
here they had a well-known author/tennis coach available to be
maitre d' of the event. Tim, though, was not satisfied in simply
presiding. He thought that the tennis tournament could provide a
unique learning experience for each participant by asking the
guestion, What game are you redly playing?

Tim suggested that the winners of each match would be out
of the tournament, and the player who lost would advance to the
next round. Think of this: the loser was rewarded for losing, and
the winner was sent to the sidelines. If this is the structure, what
is the point of playing if "winning" got you nowhere? Well, this
was the point. Each player had to confront the question of why he
was playing the game. The conventional answer, especialy among
salespeople, is that they play to win. Tim's answer was that there is
a better game to play, and that is to play to learn, to play to fulfill
your own potential. And ironicaly, if you do this, you will actually
get better performance.

The intent of a tournament where losers advanced and win-
ners went home was that it would be unclear to the players
whether it was in their interest to win or lose. If they beat their
opponent, they would, in effect, be aloser. If they lost to their op-
ponent, they would be treated as awinner. In the face of this, they
were free to shift their focus from winning or losing to simply
playing for the experience itself, playing to see how good a player
they could become. Philosophically, they were asked to stop danc-
ing to the tune defined by the external world around them and
encouraged to play according to their own internal message cen-
ter. The tennis tournament offers a metaphor for what is possible
in the workplace. No matter what structure we are given, there is
adways the possibility of transforming the dominant cultural habit
into an unpredictable event where learning is more likely to hap-
pen.

Now, | am not suggesting that al tournaments reward those
who lose, but this kind of thoughtful and selective experimenta-
tion is what separates organizations that simply survive from those
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that excel. This willingness to question the conventional wisdom
makes the difference. And, in fact, many management practices
that would have seemed radical fifteen years ago are now accepted
in countless corporations. For example,

» Teams are now self-organizing and do most of the tasks
that bosses used to do.

» Workers inspect their own work, where previously it had
aways been thought that third-party inspection was
essential to good quality.

* Bosses are now evaluated by their subordinates.

» Suppliers are now treated as part of the producing
organization and included in planning and decisions.

» Salespeople can make customer-service decisions that
used to be centralized and required two levels of
approval.

Each of these, and many more, questions what was once held
sacred as the prerogative of management and essential to maintain-
ing adequate controls. The tennis tournament ill stands out
vividly in my mind as an early indicator of the kind of experi-
mentation that a rea learning environment will require. It ques-
tioned its own deeper purpose, it varied enough from tradition
that it left al involved alittle uncomfortable, and it ultimately be-
came a source of energy and play that brought some life to the
whole sales event.

The role of coaches and the constant re-forming of our
understanding of purpose and structures seem essential to the
thinking about the role management can play in creating an envi-
ronment where learning is valued. What is required is the belief
that learning and performing are one and the same. High per-
formers are people who simply learn faster. We learn faster when
we pay attention and see the world for what it truly is, not for
what it should have been. Learning then becomes a function of
awareness more than instruction; it is seeing clearly what is hap-
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pening around you, seeing it without muchjudgment and without
an instinct to control and shape al that you touch.

Learning is retarded in conditions of high anxiety and low ac-
ceptance. For most tasks, people have the intellectual knowledge
to perform well; they just have a hard time acting on what they
know. And this is one profound insight of the Inner Game. We do
not need to learn more from a boss or expert: we need to change
the way we apply what already exists within us. Increasing pressure
for results is more paralyzing than liberating, even though thisidea
goes against the conventional wisdom of the culture.

These ideas have widespread implications for the next genera-
tion of workplace changes. If we really want best performance, we
would redesign common practices that try to improve perfor-
mance through instruction and traditional management interven-
tion. For example, we would stop rank ordering individuals and
units as a motivational/reward device. We would change the
rhetoric from being about winning and make it about learning.
Performance appraisals would stop being evolutions of an em-
ployee's strengths and weaknesses and become a dialogue between
a manager and an employee about what each is experiencing and
what that means. We would treat employees as autonomous, self-
developing agents. It means our educational efforts would shift
from a focus on training to a focus on learning, and these would
be designed around the learner's experience rather than the
teacher's expertise. We would question the value of modeling
tapes, training with predefined, predictable behaviors as an out-
come.

In every workplace we need to win. The workplace is not a
social event, and our survival is always on the line. This doesn't an-
swer the fundamental questions of purpose and meaning, both for
the institution and the individual. In a quiet and concrete way, the
Inner Game argues for creating institutions that can offer people
deeper meaning than just profitability, while at the same time
achieving economic success. How can we play a game where the
human spirit is validated and still get good work done? Most orga
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nizations have this desire, but they are still wedded to a way of
thinking that treats the person as a means to an economic end.
The business has to prosper, but the person needs to find purpose
beyond that and needs to do so in a way that nurtures rather than
burns. Placing a higher value on learning, and the awareness that
learning demands, offers us hope that this is possible.

The Inner Game of Work is a product of Tim's twenty-plus years
in the field, of his bringing Inner Game ideas into the business
world. It requires the reader to suspend judgment and be open to
the possibility that there are fundamentally new ways to realize our
intentions and desires.

Enjoy this book. Take it seriously. Put it to work, and over
time, what was stressful will become merely interesting, what you
avoided will become attractive, and what seemed futile will be-
come a source of possibility.

PETER BLOCK is the best-selling author of Flawless Consulting:
A Guide to Getting Your Expertise Used;, The Empowered Man-
ager: Positive Political ills at Work; and Stewardship: Choosing
Service over Self-interest.
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Introduction

The Quest to Work Free

Man was born free, but everywhere he's in chains.

— Jean-Jacques Rousseau,
eighteenth-century philosopher

| have embarked on a quest to work free. | am not interested in a
conceptual ideal of freedom at work, but in something more prac-
tical. | want to honor that part of myself that is inherently free re-
gardless of its circumstances. My quest is to acknowledge this self
and to allow it to be expressed at work.

It has been in the field of work, more than in any other human
endeavor, that freedom has been most seriously compromised.
Have we not al felt the chains that bind us at work? The chains of
"must,” "have to," "do it or else"—the chains of fear and external
pressures. The prevailing definition of work has come to mean
something that 1'd rather not be doing if | had the choice.

Each time | take a committed step toward working free, | can
feel the chains begin to tighten. The bonds of unconscious habit
pull me back as if I'm attached by a rubber band to a post. The
first few steps are not s0 hard, but tension builds as | take each step
away from my routines. When stretched to the limit, | have felt the
force snap me all the way back in the opposite direction, leaving
me no choice but to start thejourney again. Perhaps the quest for
true freedom must at some point expose that central post to which
the band is tied. This freedom | pursue is an innate freedom, not
one granted by a person or society. Its pursuit requires a funda-
mental redefinition of "work."

My quest to work free began in the early seventies when | left
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arelatively secure career in higher education to think about what
| wanted to do with my life. Then, with little intention besides
earning some interim income, | began teaching tennis, and soon
found myself in the midst of fundamental discoveries about learn-
ing and coaching that subsequently became the subject of The
Inner Game of Tennis. The simple principles and methods of the
Inner Game were based on a profound trust in the student's nat-
ural capability to learn from direct experience.

These Inner Game principles have stood the test of time and
have been applied successfully to countless fields over the past two
decades. The Inner Game is aviable aternative to traditional com-
mand-and-control methodologies that are taken for granted at
work as well as at play. It provides a promising start on thejourney
toward working free. Success on this path will depend primarily
on the readers willingness to grant a radical level of trust to them-

selves,

THE
INNER GAME

WORK



A BETTER
WAY
TO CHANGE

T)he essence of dl that I've learned through my exploration of the
Inner Game can be boiled down to one sentence: | have found a
better way to change. Though | discovered it while teaching ten-
nis players how to make changes in their forehands, backhands,
and serves, the principles and methods that worked for developing
skills on the tennis court apply to making improvements in any ac-
tivity. This book is about how to make changes in the way we
work. It is about how to make work work for us.

We are constantly told that we live in an age of change, and
nowhere are we told more frequently that we have to change than in
the workplace. The change may be a massive corporate reorgani-
zation of which you are a small part, or a midsize change "in the
way we do things in this department,” or perhapsjust an individ-
ual change required by your manager after your latest performance
review. Even when the impetus for change does not come from
outside, most of us want to make changes in how we work and in
the results we are getting. When you go to a bookstore you find
that the largest category is self-improvement, books that tell you
how to make a change in yourself. We talk about everything that
needs to change, but how well do we understand how to go about
making a change?
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My first career was as an educator, a profession still notorious
for being dow to embrace real change. Ironically, education is sup-
posed to be about learning, and thus about change. It should pro-
vide insight and wisdom about change as well as set a good
example. Yet it was not until | left the corridors of institutionalized
education that | began to discover a profoundly different approach
to learning and change.

Origins of the Inner Game

My insights into the Inner Game started with the playing and
teaching of sports in the early 1970s. In hindsight, | can see why
sports made such a good laboratory for exploring learning and
change. It is because performance in sports is so directly observ-
able, and the goals are so clear, that differences in performance are
more visible. My initial laboratories were tennis, skiing, and golf,
sports in which one is made all too aware of the great disparity be-
tween one's best and worst performance. This disparity cannot be
attributed to lack of talent alone. It points directly to the way in
which we go about learning or making changes in performance.

Two observations stand out as | reflect on my early experience
w'ith coaching performance in sports. The first is that almost
everyone who came to me for a lesson was trying very hard to fix
some aspect of their game that they didn't like. They expected me
to provide the remedy for their problem. The second is the relative
effortlessness with which change for the better took place when
they stopped trying so hard and trusted in their capacity to learn
from their own experience. There was a stark contrast between the
forced mode of learning and the natural learning seen in the early
development of al young children.

Observing the normal interaction between a student and his
tennis teacher provides a window into the way we have all learned
to make changes. Normally the player approaches the teacher with
some kind of complaint, either about one of his strokes or about
his results. "I'm not getting enough power on my serve," he might
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sy, or "l need to make a change in my backhand.” The teacher
watches the student demonstrate his current stroke, then he com-
pares what he sees to a model in his head of "the correct stroke."
This model is based on what the teacher has been taught is the
"right way." Looking through the lens of this model, the coach
sees dl the differences between "what is' and "what should be"
and begins the hard work of getting the two to match.

To accomplish this task, the teacher may use a great variety of
instructions, but there is a single common context. Perhaps he
says, "You should step into the ball as you make contact, with your
weight on your front foot. You shouldn't take your racket back so
high on your backswing. Your follow-through should be done
more like this." The common context is: "l will tell you what you
should and shouldn't do."

Faced with this series of should and shouldn't commands, the
student’'s pattern of behavior becomes quite predictable. Placing
his trust in the judgmental feedback of the teacher, the student's
responsibility becomes merely to do what he's told. Thus he tries
hard not to do what he shouldn't do and to make himself do what
he should. Told that the racket is being taken back too late, the
student forces his arm to move back faster. For the student it may
feel overly tight and awkward, but the teacher sees the response to
his command and says "good." What is really being said is "Good,
you are trying to obey me" The student comes to associate
"good" with this forced and unnatural way offixing his strokes.
The teacher provides the "shoulds” and "shouldn'ts,” and the stu-
dent supplies the "trying hard,” which is followed by another
"good" or "bad" judgment by the coach.

S0 it goes, over and over again. Change is viewed as a move-
ment from bad to good, defined and initiated by someone other
than the one who is making the change. It is done in ajudgmen-
tal context that usually brings with it resistance, doubt, and fear of
failure on the part of the student. Neither student nor teacher is
likely to be aware that this approach to change undermines the
student's innate eagerness and responsibility for learning. They
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may struggle with the inherent contradictions in this gpproach,
but it is usually the only way they know.

The Discovery of Self 1 and Self 2

My first insight into another way came the day | stopped trying to
change the student's swing. Instead | asked myself, "How is learning
really taking place?' and "What's going on inside the head of the
player when he hits the ball?* It occurred to me that there was a
dialogue going on in the player's head, an internal conversation
not unlike his external conversation with me. In a commanding
tone, the voice in his head would issue teacherlike commands to
his body: "Get your racket back early. Step into the ball. Follow
through at the shoulders." After the shot, the same voice would
deliver its evaluation of the performance and the performer: "That
was a terrible shot! You have the worst backhand I've ever seen!”

Is dl this inner dialogue really necessary? | wondered. Is it
helping the learning process or is it getting in the way? | knew that
when great athletes were asked what they were thinking during
their best performance, they universally declared that they weren't
thinking very much at al. They reported that their minds were
quiet and focused. If they thought about their performance at al,
it was before or after the activity itself. This was also true in my
own experience as a tennis player. When | was playing at my best,
I wasn't trying to control my shots with self-instruction and eval-
uation. It was a much simpler process than that. | saw the ball
clearly, chose where | wanted to hit it, and | let it happen. Surpris-
ingly, the shots were more controlled when | didn't try to control
them.

| gradually realized that my well-intentioned instructions were
being internalized by my students as methods of control that were
compromising their natural abilities. This critical inner dialogue
certainly produced a state of mind very different from the quiet
focus reported by the best athletes.

My next question was, "In this inner dialogue, who is talking
to whom?' | called the voice giving the commands and making
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thejudgments "Sdf 1" The one it was talking to, | caled "Sdf 2."
What was their relationship? Self 1 was the know-it-all who basi-
caly didn't trust Sdf 2, the one who had to hit the ball. Out of
mistrust, Sef 1 was trying to control Self 2's behavior using the
tactics it had learned from its teachers in the outside world. In
other words, the mistrust implied by the judgmental context was
being internalized by the student's Self 1. The resulting self-doubt
and overcontrol interfered with the natural learning process.

But who is Sdf 2? Is it that unworthy of trust? In my defini-
tion, Sdf 2 is the human being itself. It embodies dl the inherent
potential we were born with, including al capacities actualized
and not yet actualized. It also embodies our innate ability to learn
and to grow any of those inherent capacities. It is the self we al
enjoyed as young children.

All the evidence pointed to the fact that our best performance
happened when Self 1's voice was quiet and Sdf 2 was alowed to
hit the ball undisturbed. While Sdf 1 might be commanding the
body with the vague instruction "Get the racket back early," Sdf 2
was doing something far more precise. Calculating the eventual
position of the parabolic arc of the ball, it was issuing hundreds of
exact nonverbal instructions to scores of muscle groups that al-
lowed the body to hit the ball and send it to the desired location
on the other side of the net, al the while taking into account the
speed of the ball, the wind, and the last-second movement of the
opponent. Which salf was more trustworthy?

It was like a dime-store computer giving orders to a billion-
dollar mainframe, then wanting to take the credit for the best out-
comes while blaming the mainframe for the worst. It is humbling
to realize that the voice giving the controlling demands and criti-
cisms was not redly as intelligent as the one receiving them! The
invented Sdf 1 was not as smart as the natural self. In short, the
cartoon character Pogo was right when he proclaimed, "l have
met the enemy, and it is us."

This Self 1 dialogue doesn't just plague beginners in their
learning process. It occurs at all levels of performance. Even pro-
fessionals who have enjoyed performing at the very top levels in
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their field are vulnerable to crises in confidence. As | was writing
this chapter, | heard from two professional athletes who said they
were "losing their inner game." One was a golfer who had been on
the PGA tour for eight years, who complained that he couldn't Si-
lence the critical voice in his head after hitting one or two bad
shots in a round. "I'm letting the pressure get to me. I'm getting
down on myself when I'm not performing well, and my self-
confidence is suffering.” The other was a basketball player with
more than ten years in the NBA who played on some of the best
teams in the world. He said that The Inner Game of Tennis had been
like a bible to him for most of the past decade and had significantly
enhanced his performance on the court. But recently he began
losing confidence in his shooting, the strongest part of his game.
He complained, "I'm talking to mysdf constantly on the court,
and | hate it. | miss the euphoria that comes from being totally im-
mersed in the game without so many thoughts in my head.”

| felt a great respect for the courage it took for these profes-
sional athletes to admit to themselves that their problem was not
just technical. They realized they were getting in their own way,
and they reached out for coaching.

The Cycle of Self-Interference

Perhaps we dl readlize that as human beings we have a tendency to
get in our own way, but | want to take a closer look at how it actu-
aly happens. Take the simple action of hitting a single tennis ball.
The player sees an image of an approaching ball, then responds by
moving into position and striking the ball, producing the results of
the action. Perception, response, results. The basic elements of any
human action are summarized in this simple sequence of events.

But usually it's not quite so simple. Between the perception
and the action, there is some interpretation. After the results and be-
fore the next action, there is yet more thinking. At each stage,
meaning is being attributed to each part of the action and often to
the performer himself. These meanings can have a huge impact on
the player's performance.
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Take a player whose Self 1 has convinced him that he has a
weak backhand. As he sees the ball coming toward his backhand,
he thinks, "Uh-oh, here comes a difficult shot." The thought
flashes across his mind faster than the tennis ball can move a foot.
What is merely ayellow ball traveling at a certain speed and trajec-
tory is now perceived as a threat flying through the air. A shot of
adrenaline surges through his body. His racket isjerked back de-
fensively as his feet shuffle backward, to delay the inevitable error
he thinks is about to occur. At the last possible moment, the racket
slashes down angrily but ineffectually toward the ball, which floats
high above the net for an easy put-away by the opponent. Self 1 is
there, ready with the self-condemning comment, "That was a ter-
rible shot! I've got the worst backhand on the planet!" Now with
his confidence further undermined, the next ball is perceived as an
even greater threat. The cycle of interference is set to repeat itself.

Sdf 1 introduces distortion into every element of the action.
The distortion in self-image prompts a distortion in perception

that leads to a distorted response that confirms the originally dis-
torted self-image.

Finding a Better Way to Make a Change

How do you break the cycle of Self 1 interference? A significant
breakthrough in answering this question came when | realized

Distortion in
Self-image

Distortion in
Response

Distortion in
'Results
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that the traditional method of learning focused on behavior—the
player's response—without ever dealing with the root problem—
the player's distortion in perception.

After al, it was the perception of the ball as a threat that had cre-
ated multiple faults in the behavior. What would happen to those
behaviors if, through coaching, the ball ceased to be a threat and
simply became a bal again? Furthermore, what would happen if
the player'sjudgment of himself and his performance could be re-
placed by a nonjudgmental observation of fact?

As | explored answers to these questions, a different and more
elegant approach to learning and coaching emerged. It was based
on principles that could be summarized in three words: awareness,
trust, and choice. Elaborated dightly, the principles were (1) non-
judgmental awareness is curative; (2) trust Sdf 2 (my own and the
student's); and (3) leave primary learning choices with the student.

1 The Power of Nonjudgmental Awareness-Once | reglized that my
"should and shouldn't" instructions were part of what was getting
in the way, | began to explore ways of helping the student learn
without them. My initial goa became simply to help the student
increase awareness of the flight of the oncoming ball.

When my student complained about his faulty backhand, |
would tell him that | wanted to postpone fixing it until later. All |
wanted him to do now was to observe some detail of the ball. For
example, | might ask the student to notice whether the ball was
falling, rising, or level at the moment of contact with the racket. |
would hasten to say that | wasn't asking him to make any change,
but just to observe what was happening. As the student became
absorbed in watching the flight of the ball, he would become "dis-
tracted"” from his Salf 1 efforts to control the stroke, and for the
moment, all perceived threat would disappear.

"That ball was till rising when it hit the racket. That one was
level. And that one was coming down from its highest point.”
When | could hear the neutrality of observation in his tone of
voice, | knew that his mind-set was no longer ajudgmental one, at
least for the moment. What amazed me at first, but which | later
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came to expect, was that in this nonjudgmental mode of observa-
tion of the ball, many of the technical elements of his swing
would change spontaneously! For example, his feet would no
longer retreat, the racket would not bejerked back so harshly, and
the front foot would naturally move to a position to support his
forward momentum. In a matter of a few moments, his swing
would look substantially improved. Y et there had been no techni-
cal instructions, and in many cases the player didn't even know the
changes had taken place.

Why did these positive changes occur? Was it as simple as get-
ting Sef 1 out of the way and alowing Self 2 to learn how to hit
the shot? One answer is that when the initial perception of the ball
as a threat was removed, the elements of defensive behavior (back-
ward movement and slashing at the ball) vanished also. Instead, the
body was allowed its natural response to the perception of the ball,
which was to step into it and hit it. Sensing that the coach was not
interested in judging his stroke, but simply in his observation of
the ball, the student's mind was, for the moment, relatively free of
self-judgment and Sdf 1-type controls. As a result, his movements
would be smoother and more precise. The smooth swing coupled
with the clearer perception of the ball made for better contact
with the ball. Thisfelt better and naturally produced better results.
As the student observed his improved performance, natural self-
confidence grew in place of self-doubt. The cycle of self-
interference had been reversed.

As long as focus was maintained on some neutral but critical
variable (for example, the speed, position, or height of the ball), |
could count on seeing steady and relatively effortless improvement
in strokes, without a single technical instruction. At first, it seemed
like magic. Then | realized it was natural magic—the way learning
was supposed to be. As coach, my first responsibility was to main-
tain a nonjudgmental focus, provide appropriate opportunity for
natural learning, and stay out of the way. Secondarily, my job was
to help the student maintain focus while trusting in Self 2's capac-
ity to learn directly from experience.

The same principle of nonjudgmental awareness worked
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when the focus was shifted from the ball to the player's actions. For
example, when | asked the student to pay attention to his move-
ments—but without making any effort to change them—change
would begin to take place spontaneously.

This is not to say that errors ceased to occur. But in the con-
text of nonjudgmental awareness, the response of both coach and
player to errors was different. And as soon as either student or
coach broke the context of nonjudgmental awareness, by making
negative or positive evaluations of a shot, the perception of threat
would usually return and trigger the cycle of self-interference.

Thus the first step in this better way to change lies in a non-
judgmental acknowledgment of things as they are. Paradoxically, it
is conscious acceptance of oneself and one's actions as they are that
frees up both the incentive and the capacity for spontaneous
change.

2. Trust in Sdf 2-Perhaps the most difficult thing about this new
learning process was that both the coach and the student had to
learn to trust the natural learning process. For me as coach, this
meant | had to stop my conditioned response to make a corrective
comment each time | saw a fault in the student's swing. For the
student it meant not depending on technical instructions to im-
prove his strokes. We had to trust that as our awareness increased,
effective learning and change would take place. The coach's actions
could either support the student's self-trust or undermine it. Time
and again when | was patient enough to let go of my desire to con-
trol the learning, it would take place at its own pace and in a much
more elegant and effective way than ever could have happened
using a teacher-centered command-and-control methodology.

It was hard to argue with the results. After seeing hundreds of
examples of players at al levels improving without technical in-
structions, | have found this trust easier and easier to come by. The
more | trusted this natural process as the coach, the easier it was for
students to trust themselves and their own capacity to learn from
experience.
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As the student sees continuing improvement take place with-
out the "should and shouldn't" instructions, his self-trust grows
stronger. Soon he redlizes that learning in this way is a very differ-
ent experience from that of being fit into a preconceived model of
correct form. It is the experience of learning from the inside out,
instead of from the outside in, and it is aways a beautiful thing to
see. Exercising trust in Self 2 seems like you are losing control, but
the fact is that you are gaining control by letting go of an inferior
means of control. This is a lesson that both coach and performer
have to learn over and over in each new situation.

To realize that the final authority and responsibility for learn-
ing lies within the individual doing the learning is contrary to
much of our conditioning. Y et this principle of trust in oneself is at
the heart of finding a better way to change.

3. Keep Choice with the Choice-maker-The third principle of the
Inner Game approach to change is about choice and commitment.
Awareness and trust cannot work unless there is a desired out-
come. The student can watch the ball, but if he doesn't want to hit
it over the net and into the court, the development of tennis skills
won't happen. Clarity of desired outcome is essential for the prin-
ciple of awareness to work. The question then becomes, who is
choosing the outcome?

In my old teacher-centered approach, | wanted to retain most
of the important choices made in the tennis lesson. Once the stu-
dent made the choice to take a lesson, | was in charge. | would
want to make the choice about what stroke needed work, which
elements of that stroke | would start with, and the best remedy to
apply. It was very much like the traditional doctor-patient rela-
tionship: "I'm the expert. I'll diagnose what is wrong and pre-
scribe the cure. Your job is to do what | tell you, and have faith
that if you do, you will get better."

| had to learn to give the choices back to the student. Why?
Because the learning takes place within the student. The student
makes the choices that ultimately control whether learning takes
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place or doesn't. In the end, | realized that the student was respon-
sible for the learning choices and | was responsible for the quality
of the external learning environment.

What this meant was that | would ask the student what he
wanted to improve and why. | saw my role as coach to understand
where the student wanted to go and to help him get there. The
student might start the coaching conversation by saying "I want to
improve my backhand" and end up with a goal of "I want to be
able to hit ten out of ten topspin backhand passing shots down the
line off the serve.”

My role was not just to make the immediate goa as clear as
possible but to evoke from the student the underlying purpose and
motivation for reaching the goal. Allowing the student to be more
aware of the choices he was making and the reasons behind those
choices was an essential part of this learning process. The student
felt more in control and as a natural consequence was willing
to accept more responsibility, and exercise greater initiative and
creativity in achieving their goal. Equally important, it greatly di-
minished the resistance to change that was inherent in the old
command-and-control model. There's an old saying, "When you
insist, | resist.” It is natural for the human being to resist encroach-
ment on his boundaries, and when the resistance isn't expressed
directly, it will come out indirectly. Either way, the resistance is
detrimental to the desired outcome.

To students who were used to the command-and-control
model, being granted a greater degree of choice was often discon-
certing. But as each student learned that his choices were not
going to bejudged by the coach as right or wrong, he accepted his
role as the choice-maker and he accepted responsibility for the
outcome of those choices.

Many positive elements for learning and change resulted from
this shift. It kept the initiative for learning and change in the hands
of the student and gave him or her a greater sense of personal in-
volvement and participation. It prevented the learning from being
merely by rote and thus easily forgotten. It alowed for much
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greater personal involvement on the part of the learner and for
changes to take place naturally as true understanding grew. Such
learning engages the attitudes and feelings of students and often
provokes changes that pervade every aspect of their lives. In short,
when the choices for learning and change were allowed to be self-
initiated and self-regulated, they became more comprehensive as
well as more enjoyable.

Experience with the three principles—awareness, choice, and
trust—showed that they were inextricably connected. They were
three parts of a whole. Awareness was about knowing the present
situation with clarity. Choice was about moving in a desired direc-
tion in the future. And Trust in one's own inner resources was the
essential link that enabled that movement. Each side of this trian-
gle complemented and supported the other. The more | trusted,
the easier it was to be aware. The more aware | was, the easier it
was to see my choices. As my understanding of each principle
deepened, | saw that they were dl | needed to form the basis of a
new approach to learning and making changes.

Change could be enjoyable. No one needed to feel manipu-
lated or judged. Experience itself could be the final authority.
Change and improvement, without Self 1's interferences, could
happen at an accelerated rate and be both reliable and continuous.

| began to believe that learning to learn in this way could funda-

mentally alter the way we go about making changes in ourselves
and others.

AWARENESS

CHOICE TRUST
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Myriad Unexpected Applications

When | wrote about my discoveries in The Inner Game of Tennis, |
had no idea that it would become a best-seller and be read by so
many who were not tennis players. | had been told by my pub-
lisher that | shouldn't expect a sports book to sdl more than about
twenty thousand copies. What surprised us both was that hundreds
of thousands of non-tennis-players bought the book and applied
its methods to improving their personal performance in a wide
range of activities. | was amazed by the ingenuity and creativity
with which Inner Game principles were applied to vastly different
areas, including:

 Attaining peak performance in sdling

» Managing corporate change initiatives

» Developing the coaching skills of managers

» Creating "Total Quality Management" programs

» Heightening innovation and creativity

e Parenting

* Improvement in sports of al kinds

« Performing surgery

» Acting, writing, painting, playing and composing music,
public speaking

» Teaching, consulting, coaching, counseling

« Reducing stress

» Improving relationships

» Dieting

» Overcoming tobacco, drug, and alcohol addictions

« Advanced structural engineering

* Human—computer interface design

The common denominator here is that these are dl activities
in which focus of attention and reduction of self-interference
made a difference.

A Better Way to Change

From Sports to Work

As the focus of my own career shifted from sports to the field of
corporate work, | realized companies had much to gain by learn-
ing to access the great reservoir of Sdf 2 talent in their workforces.
Success in this effort would depend on their ability to recognize
and reduce the many ways in which their culturally accepted prac-
tices contributed to Self 1's interference with that talent.

From the individual worker's point of view, there isn't time to
wait for cultural change to take place. Only by starting the process
of reducing Sdf 1 interference within themselves, and perhaps in
their work groups, could they hope to access and develop more of
their Self 2's latent capabilities.

This understanding could be put into a smple formula that
defined the Inner Game.

P=p-i

Performance = potential - interference

Performance (P) in any activity, from hitting a ball to solving a
complex business problem, was equal to one€'s potential (p) after
the interference factor (i) had been subtracted from the equation.
Performance rarely equals potential. A little self-doubt, an erro-
neous assumption, the fear of failure, was al it took to greatly di-
minish one's actual performance.

The Inner Game and the Outer Game
The goa of the Inner Game was to reduce whatever interfered

with the discovery and expression of one's full potential. The goal
of the outer game was to overcome external obstacles to reach an



18 THE INNER GAME OF WORK

external goal. Clearly the two games are related. The greater the
external challenges accepted by an individual, team, or company,
the more important it is that there be a minimum of interference
occurring from within.

No matter what culture you work in, what kind of work you
do, or what your present level of competence is, both inner and
outer games are adways going on. Progress will always be depen-
dent on both. They are like the two legs of a person: Walking
through life is easier if they are approximately the same length. Yet
as a culture, we have put much more emphasis on mastering the
outer game and making changes in the external world. With sci-
ence, technology, and the modern information explosion, we have
developed arelatively long outer-game leg. But our understanding
and control of the Inner Game has not evolved equally.

In this century, if we do not learn some of the basic skills of
the Inner Game, our technical progress in the outer game will be
of little benefit to mankind. We have a profound need to better
understand, and learn to make changes in, the domain we call our-
selves. And that can happen only if we change in ways that are in
harmony with our true nature and not at war with it.

THE
INNER GAME
MEETS CORPORATE
AMERICA

One day not long after the publication of The Inner Game of Ten-
nis, Archie McGill, then the VP of business marketing at AT&T,
unexpectedly showed up in Los Angeles asking for an Inner Game
tennis lesson. Pleased and somewhat surprised with both the
process and the results, he invited me to lunch to discuss his chal-
lenge to change the corporate culture at AT&T. He took about
two minutes to describe the complex set of changes that had been
set in motion by the Supreme Court's decision that AT& T would
have to break up its monopoly in telecommunications.

"If we can't succeed in making this monumental transition
from a monopolistic utility to a competitive, market-driven com-
munications enterprise, we will be eaten alive in the new environ-
ment. And we have to do it now. We have no choice." His
summary was compelling, but his situation seemed light-years
away from my experience using Inner Game methods to help stu-
dents bring out their potential on the tennis courts. So | was quite
shocked when McGill asked me for my analysis of the situation.

"So, tell me” he said, in a no-nonsense tone, "what's the real
problem?" | said nothing for what seemed like along time. Then a
response came from my mouth that surprised me as much for its
authority as for its content. "The problem is your people don't
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know who they are" | said emphatically. "Thus, they tend to iden-
tify themselves with their roles, their reputations, the company it-
self, and the current way of doing things. When the stability of
any of these factors is threatened, their automatic response is to re-
sist, and to resist as if they were protecting their own selves. Be-
cause they are protecting who they think they are, they do so with
considerable force."

McGill seemed to be paying very close attention and nodded
as | spoke. | sensed that | was saying what he had already known to
be true a some profound level but had never consciously ac-
knowledged. Quickly | brought the focus of the conversation
back to my coaching experience. "What | observed on the tennis
courts is that the biggest difficulty in changing a habit is the fact
that people have identified themselves with their particular way of
hitting the ball. It is as if they are saying, 'For better or for worse,
thisisthe way | do it. And don't you dare try to change me, even if
| ask you to. Furthermore, if you tell me | am doing it wrong, |
will take it personally—as if you are saying You are wrong. And |
don't like that at al, but | won't say so because you are the coach
and I'm supposed to at least pretend that | am willing to do it your
way. But underneath my seeming compliance, | will look for sub-
tle ways of resisting." Most of us have had to learn creative ways to
protect what we think is our personal integrity in the face of ef-
forts from parents, teachers, bosses, to get us to put their agendas
before our own. This conflict goes on for most of our lives and we
are well versed in the art of resistance.”

"You mean, people take the whole thing too personaly,"
Archie said in his own succinct manner. The discussion continued
with my experience of how nonjudgmental awareness, respecting
choice, and trust could be used as powerful medicines for reducing
this age-old conflict and for creating a much better environment
for change.

Two days later McGill and four of his top staff were sitting in
my living room in California asking me questions about issues of
organizational change in which | had little direct experience. Pre-
cisely because | knew s0 little about how organizations worked, |
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had to draw on my educational and coaching experiences and on
what | had learned about how individuals worked. The conversa-
tion focused on overcoming the inner obstacles standing in the
way of needed change. At the end of three hours of talking about
the Inner Game approach—mainly about practical applications of
Inner Game methods to changing behavior and attitudes—McGill
turned to his staff and asked them three questions:

1. "Is dl of this Inner Game stuff relevant to our change
process at AT&T?

Each person in turn agreed that, yes, it was very relevant.

2. "How does the Inner Game process of change compare to
the way we are going about changing now?"

Each person gave the same response. "Well, it's pretty much

the opposite.”

3. "If we wanted to, how would we go about infusing this
approach into our change process?"

There was a long pause, then again each gave the same reply:
"l don't know."

The meeting closed with McGill assigning an executive
named Bill the task of coming up with a plan for the implementa-
tion of Inner Game methods in two weeks. Expecting that Bill
would want to call me for my input, | waited. Then at the end of
two weeks | called him to ask how his task was progressing. He
was glad to hear from me but sounded like a man drowning in an
ocean of crises. Saying he had not yet produced a plan and was
stuck on how to even get started, he asked if | had any advice. Dis-
claiming any expertise in corporate matters, | said the obvious,
"Wéll, you might try starting with yourselves."

The silence on the phone suggested that Bill was somewhat
stunned. "That's the first thing that occurred to me, but | really
don't think | could suggest that. McGill would take it as an insult."

"Tel him it was my recommendation," | offered.

Though McGill and his direct reports avoided the suggestion
of a training directed toward themselves, Archie became a corpo-
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rate advocate of the Inner Game. Driving to work with SELF 2 on
his New Jersey license plate, he began to make a conscious effort
to change his own overbearing style of management. He initiated
aproject to bring Inner Game principles into the core curriculum
for the training of dl account executives and talked to fellow se-
nior managers in various divisions of the company. Soon my rep-
utation began to grow, and | was invited to contribute to various
change initiatives in different parts of the company. These ranged
from regular presentations to senior executives at the corporate
policy seminars to designing accelerated learning programs for ser-
vice technicians, and one program that will be discussed in some
depth later on, "The Inner Game of Operating."

| was beginning to see how things got done in AT&T's corpo-
rate culture and what kept them from getting done. | was im-
pressed and apprehensive at the same time. Many millions of
dollars and thejobs of thousands of employees were at stake in the
decisions McGill was making. And my advice was being used to
inform those decisions. | remember feeling like the character
Chauncey Gardiner, played by Peter Sellers, in the movie Being
There. Being a simple gardener who had no experience in the
world outside his garden, he was drawn into a situation where he
was asked questions about complex matters by leading economists
and government ministers. Chauncey, thinking that they must
only be asking him about his garden, would respond with com-
ments about his knowledge of growing roses. The ministers, be-
lieving him to be a genius, were taking Chauncey s remarks as
metaphors about the state of the economy, and ascribing great
wisdom to him while in fact projecting their own meanings to
what they were hearing.

Like Chauncey, | understood less than five percent of the
highly complex problems facing AT&T. And like Chauncey, |
would answer questions in terms of what | knew—overcoming
resistance to change and growing human capability. | would find
myself in boardrooms at the top floor of AT&T headquarters in
Basking Ridge, New Jersey, surrounded by executives, most of
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whom seemed to have shining bald heads and solemn demeanors,
who took copious notes about my explanations of the process of
coaching people to play better tennis. Thinking that I knew much
more about business than | did, the executives were simply record-
ing reflections of their own profound understanding. The only
difference between me and Chauncey was that | knew that | didn't
know anything about business at their level. But | also knew that
my experiences overcoming the obstacles to change and skill de-
velopment in tennis players were very relevant to the problems of
rapid change and training facing these corporate executives.

As aresult, | started learning a great deal more about corporate
cultures and about what facilitated and what hindered change. My
first three observations about corporate change have proven, un-
fortunately, enduring ones:

1 Peoplein a position to make changes tend to absolve
themselves from the need to make the changes in them-
selves first. Change is something "we" do to "them."
Learning is something "they" need to do.

Not surprisingly, the validity of this rule tended to increase
as one went up the corporate hierarchy. | found the professional
businessman’'s ego more resistant to change than the professional
athlete's. The best athletes seek continuous improvement in their
own performance and seek out and welcome help from coaches.
But in the corporate hierarchies, even if time could be found to
coach others, it was rare to find people who sought coaching for
themselves. lronically, the avoidance of personal engagement in
the change process tended to be greater the closer you got to the
people responsible for initiating the change in others. It was as if
the thinking was "If we're responsible for implementing the
change, we are excused from making the change in ourselves."

2. Resistance to change is often resistance to the process of
change rather than to the particular change at hand.
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This, of course, had been my primary lesson learned on the
tennis courts. When the change process was perceived, consciously
or unconsciously, as coercive or manipulative, it generated resis-
tance. When the coercion and judgment were taken out of the
process, there was markedly less resistance. Yet corporate change
tended to be driven by coercion and judgment. Just as on the ten-
nis courts, the traditional approach was "Here's the model of how
you should do it. Here's how you are doing it nhow. Here's what
you should and shouldn't do to fit into this new model. And here
are the consequences if you don't." Sadly, thisis avery old, broadly
established, and ineffective method for trying to ensure change.

3. Resistance to change within the corporation is rooted in
the prevailing command-and-control corporate culture.

On the tennis courts, | had learned that there was a way to go
about making changes that was fundamentally different from the
accepted methodology generally practiced in the sports world. In
the corporate world, that accepted methodology was called "com-
mand and control." Those in a position of authority attempted to
control business results by giving commands to subordinates and
"encouraging" compliance with them. This spawned resistance as
well as inefficiency in coping with unanticipated situations. The
question | asked myself and my clients was "Would the principles
of awareness, choice, and trust (ACT) be a better method for at-
taining results?"

Before the ACT principles could be employed, | had to better
understand how the existing forces in corporate culture interfered
with the natural learning process of the individual. There was
much to learn.

For example, | discovered that it was taken for granted at
AT&T that each employee would think and act more or less aike.
Their own term of endearment for this phenomenon was "the
bell-shaped head." They joked about and accepted this bell-shaped
mold as if it were an inevitable part of working for the company.
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It was the way this giant company found uniformity and identity.
Yet no one understood its rigid strength until the times changed
and it became necessary to start thinking and behaving outside its
boundaries. Suddenly "bell-shaped thinking" was recognized as
the impediment that was constraining the growth of hundreds of
thousands of individuals. In fact, bell-shaped thinking was becom-
ing the greatest single barrier to AT&T's success in the new com-
petitive environment. Perhaps for the first time in corporate
history a large company had to face the redlity that its corporate
culture was a barrier to its success. Despite this realization, how-
ever, AT&T executives found it aimost impossible to stand suffi-
ciently outside the culture they were a part of to understand it and
change it. So they hired senior managers from other companies
who were not so imbued in bell-shaped thinking. Archie McGill,
from IBM, was one of them. But though McGill was free of the
kind of micromanagement style practiced at AT&T, he was a
product of IBM's command-and-control culture.

The forces of corporate culture are very strong and hard to
recognize, and thus hard to change. Even though brilliant and
complex schemes of reorganization and reengineering were con-
ceived, AT&T inevitably ran up against unseen cultural patterns
that governed how people thought and behaved. The result would
inevitably be significant disruption in the internal dialogues of in-
dividual workers, amounting to resistance to the prescribed
changes.

Understanding Resistance to Corporate Change

It was clear to me from my work with coaching that the distinc-
tion between Self 1 and Self 2 was critical to understanding self-
interference. The internal environment in which the performance
and learning took place made the biggest difference in the ability
of a person to access and express potential. When this internal en-
vironment was dominated by the judgmental, overcontrolling,
self-doubting voice of Sdf 1, then much less of Self 2's potential
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was available to perform at its best or achieve results. In most
individual sports, there is only one Sdf 1 to cope with. In busi-
ness, however, where there is so much direct interaction with
co-workers and customers, more than one Sdf 1 is usually in-
volved. Thus the possibilities for interference are multiplied.

Take ateam that is working together on a project. Member A,
trying to impress the others, presents a certain idea for improving
awork process. The Sdf 1 of team member B becomes competi-
tive because the process being improved was his brainchild. So B
finds grounds to put down A's new idea. A debate ensues. Member
C's Sdf 1 hates conflict, so C withdraws from the conversation.
Member A interprets C's disinterest as nonapproval of his original
idea, so he begins to doubt himself. Member D, thinking that the
conversation is not progressing toward fruitful results, comes up
with an ideathat is inferior to A's and to the current process, but it
prevails because it avoids a loss of face on the part of A or C.

A work team that can synchronize the combined strengths of
the Sdf 2 capabilities of its members can produce results that far
surpass what those individuals could accomplish working sepa-
rately. At the same time, the combined Sdlf | s of a team can play
off each other in such a way as to make the team far less effective.
Thus teams that have learned to work effectively together regu-
larly make better decisions and come up with superior solutions
to those that could be made by the brightest individual on that
team. And, sad to say, teams who have not learned to control their
Sdf 1 s regularly settle for solutions and decisions that would have
been unacceptable to any of the individuals working alone.

The Work Environment: Three Conversations

The environment in which we work has a huge impact on how
productive and satisfying our work will be. Traditionaly, people
have thought of work environments merely in terms of physical
surroundings. Studies were done in many companies to determine
the impact of the physical environment on productivity and

The Inner Game Meets Corporate America 27

morale. Would changes in lighting, architecture, or ambient music
improve the quality of work? The external environment certainly
does matter, but the Inner Game suggests that there is an even
more important environment in which we work—the envi-
ronment between our own ears. Our thoughts, feelings, values,
assumptions, definitions, attitudes, desires, and emotions al con-
tribute to this internal environment.

Like aweather system, the inner environment has a great range
of climatic conditions. When the weather is clear, you can see for-
ever. Goals, obstacles, and critical variables for success are seen
distinctly, and work can proceed in a cohesive and fulfilling way.
But when the winds of internal conflict are gusting, thoughts and
feelings are pulling us in different directions, and it's easy to lose all
perspective. Priorities become confused, commitments are com-
promised, and doubts, fears, and self-limitations rule.

This inner work environment does not exist in a vacuum. It is
greatly affected by our communications with the people we are
working with. The quality of our relationships and the resulting
conversations with co-workers have a decisive impact on the way
we think and feel while working. For example, a feeling of insecu-
rity in a boss might lead him to overcontrol the team that works
for him. As a consequence, the inner conversation of the team
managers will involve diminished self-confidence, which in turn
will inhibit both individual and team performance.

A less obvious conversation also has a great impact on work. It
is the cultural conversation that takes place in the background of
al communications at work. In the corporate world, this is called
corporate culture, and it arises from the patterns of language, as-
sumptions, expectations, and practices that have been established
as the unwritten norms adhered to by the people working in that
culture. Recently there has been a growing awareness of the great
impact of these norms on the character and quality of our work.
For example, one corporate culture may establish the norm that
not rocking the boat is more important than taking a prudent risk.
This norm probably hasn't been officially proclaimed, yet it can be
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Speaking and listening to others The unwritten rules,
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External
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Inner Dialogue

very hard to change. In some corporate cultures, questioning one's
manager is totally unacceptable, while in another culture it is quite

commonplace.
Let'slook at each of these conversations a little more closely.

1. TheInternal Conversation—There are many ways of allowing your
thinking to get in the way of your performance and learning, but
they al amount to conversations you are having with yourself
within your own head.

Where does Sdf 1 interference come from and why is it there
in the first place? | don't know the full answer to that question, but
I know it has something to do with being human. It may have to
do with the fact that we have a greater range of choice, of
thought, and of language than other living creatures. | sometimes
think of my Self 1 as an alien in me. This alien pretends to be me,
but it is in fact the voice of those other than me that | have uncon-
sciously incorporated into my internal dialogue. This voice, which
may or may not have a separate agenda, establishes expectations,
issues commands, and attempts to define my reality as if it were my
boss. This invented self, which is derived from sources outside me,
sows doubts that undermine my sense of wholeness, autonomy,
and adequacy as an individual. From self-doubt arise the fears,
judgments, overcontrols, and internal conflicts that disrupt the
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inner environment in which | work. Sometimes this voice sounds
suspiciously like a parent, a teacher, a boss, or friends who want
me to conform to various norms of my society.

| cal Sdf 1 an alien voice not because its content is aways false
or harmful, but because it wants me (Sdlf 2) to accept its dictates
independent of my own direct experience or understanding. The
tennis player who knew he took his backswing too high only be-
cause he had been told so by severa pros, had little power to
change because his error was not a matter of his direct experience
and understanding. An outstanding literary example of Sdf 1
alienation is Huckleberry Finn, Mark Twain's protagonist, who
experienced the conflict of a "guilty conscience”" after realizing he
was feeling respect and admiration for the runaway dave Jim. His
entire culture had taught him to believe that black people were in-
ferior, but his direct experience was telling him otherwise. In this
case, Huck Finn had the courage to disregard the conditioned
voice of his Sdf 1 and to follow the instincts and understanding of
his Sdf 2.

The origin of Sdf 1 is not as important to me as the ability to
distinguish it from the voice of my true self. Listening for and
learning to trust the prompting of Self 2, the innate or natural sdif,
is an essential and consistent challenge of the Inner Game. A har-
monious relationship with oneself requires an internal conversa-
tion based in as much clarity, trust, and choice as possible. When
people work in a group, there needs to be not only harmony with
each individual, but aligned perceptions, aligned goals, and mutual
trust among the group members.

2. The Immediate External Conversation-If the goal of the inner
Game is to quiet Sdf 1 interference so that Self 2 can be more
fully expressed, another person can either help or hinder the
process. As a coach, the way | speak to and relate to the student
would either augment Self 1 s disruption or facilitate Self 2's nat-
ural functioning.

Inner Game coaching works by introducing a different kind of
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conversation from the one being carried on by Sef 1. In the place
of judgmental observation, there is objective observation. In the
place of manipulation, there is choice. In the place of doubt and
overcontrol, there is trust in Salf 2. When this external conversa-
tion changes in this way, it has a very real impact on the internal
environment of the player. Evidence of this lies in changes in facial
expression and smoother and more effective movement, as well as
much-improved results. Sometimes the change is instantaneous.
Often it goes back and forth with the flux of the player's internal
state of mind. The art and practice of having a beneficial impact
on the student's internal conversation have become my primary
quests as coach. The goal is to shift from a disruptive, confused,
and self-critical state of mind to one that is focused.

In the workplace, it is apparent that people working together
can either excite Saf 1 doubts and fears or quiet them. If a worker
is viewed by one or more fellow workers as being less than com-
petent, it tends to reinforce self-doubt, increase self-interference
with the worker's potential, and thus create a self-fulfilling proph-
ecy for al who are looking for and expecting to find the perceived
deficiency. Similarly, in a work team where the individual mem-
bers view one another in mutual respect, encourage appropriate
risk taking, and value one another's capabilities, the internal dia-
logue has less of a chance to interfere, and workers perform better
than when alone.

3. The Cultural Conversation—Some corporate cultures are fear
based. People act primarily out of fear of being judged or pun-
ished. In a fear-based culture, the desire to look good—or not to
look bad—can take precedence over the business objectives at
hand and be the hidden driving force in conversations and meet-
ings among co-workers. Other cultures are more obsessed with
control and power. The cultural conversations behind the work
conversations are characterized by who is in control, who is the
top dog, and who is the underdog. These conversations, though
often invisible to people in the culture, have great influence on
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how the workers communicate with one another, and conse-
guently on the internal environment of workers, producing many
of the pressures and conflicts they experience as "normal™ work-
ing conditions.

It was the recognition of the relationships between the three
conversations—the internal, the immediate external, and the un-
derlying cultural conversation—that allowed me to apply the
Inner Game to a variety of activities at AT&T. The internal con-
versation within the worker was not al of his own making, but
changed dramatically according to the quality of the surrounding
cultural conversation. This in turn could have a huge impact on
the worker's ability to produce results, make changes, and enjoy
the process. To accomplish the optimal internal conversation,
you must therefore become aware of yourself, aware of your co-

workers, and, most challenging, aware of the cultural waters in
which you are swimming.

Working Within Ma Bell's Culture

If I were to choose a single word to describe the cultural conver-
sation in the background at AT&T, it would be security. | asked
hundreds of people at various levels why they worked for the
company. Underneath the surface diversity of the responses was
one dominant motivation: job security. When | asked employees
about the fundamental "deal” that they had with the company, the
answer was quite uniform. "The deal is, if we come to work on
time, do what is expected of us, and keep our noses clean, we are
part of the family and will have ajob for life" Loyalty to the com-
pany was the highest cultural value espoused. And loyalty was de-
fined in terms not only of "how things are done around here," but

aso of "how we think around here” The practices and processes
were well established and well communicated, and if you wanted

to keep your job, you didn't question them. It was basically man-
agement by procedure. And it was pervasive.

The extent of this rigid form of management was driven
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home to me one day as | was standing in an executive office of the
Operator Services division in the corporate headquarters in Bask-

ing Ridge, New Jersey. Bragging about his degree of organization

and managerial control, the executive asked me if | thought he
knew what was happening in every telephone operator office
across the country at that very moment. | raised my eyebrows. He
pulled out one volume of a huge set in his office bookcase. He
looked at his watch as he thumbed through the pages. "Here it is"

he said as he began to read from the book of practices and proce-
dures. "Right now the first-level supervisors should be having
one-on-one feedback conversations about courtesy. They should
at this time be talking about point number four. . . " To prove it,
he picked up the phone and called an office in Burbank, Califor-
nia, got the first-level supervisor on the phone, and asked what she
wasjust doing. In a rather robotic voice, the supervisor described
amost to the word how she was talking about point number four
with a certain directory assistance operator. | found this chillingly
impressive. The executive smiled and then turned to me and said,
"But | think we can do even better. | want to know if the Inner
Game could help us achieve higher levels of courtesy on our inde-
pendent audits."

My feelings about accepting this invitation were mixed. In
spite of the cumbersomeness of the bureaucracy and the obviously
robotic mentality that it produced, AT&T's system was considered
the best in the world at providing telephone service. Of course, it
didn't have the constraint of having to be profitable by its own ef-
forts. When expenses exceeded income, it was necessary only to
ask a government commission to raise tolls. Without competition
there was no big problem. But this protected culture was demol-
ished when the Supreme Court ruled that AT& T would have to
break up its monopoly. With that decision, the door was open to a
highly competitive telecommunications industry in the private
sector. As a result, what had been known as the Bell System was
split apart, and AT& T managers had to begin to learn a whole
new way of doing business based on the rules of a competitive
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marketplace. Massive changes in organizational structure and
managerial practices were called for. Yet few of the existing man-
agers felt confident that they knew how to facilitate such changes,
since the challenge was to change the very way in which they
made changes.

From the point of view of hundreds of thousands of employ-
ees, the change was perceived as a threat to their job security and
as a fundamental betrayal of the original conditions of their em-
ployment. They had signed up to play a relatively safe game called
"extended family" and were suddenly being required to play the
risky game "competitive free enterprise." They hadn't signed up
for this game, with its new rules, new values, and relative lack of
security. Suddenly it was possible to be fired for no better reason
than the company needed fewer people or one's performance re-
sults did not measure up to those of a fellow worker. It was as un-
thinkable as telling a teenager that he would be kicked out of the
family if he didn't maintain a B average at school.

As it dowly dawned on Bell employees at al levels that their
membership in the "family" was conditional upon meeting per-
formance standards and not just "good behavior," it understand-
ably produced significant turmoil in their inner environments. For
those whose sense of self was dependent on the secure and nur-
turing embrace of Ma Béll, the new competitive culture was dev-
astating.

It became hard to focus on work. The threat ofjob loss threw
some workers into an even more desperate attempt to follow pro-
cedure correctly. While they soon learned the new language of
competition and entrepreneurial management, it was hard to get
beyond the language. One day a vice president in Operator Ser-
vices complained to me, "We've been telling everyone for the past
two months that they should think creatively and be willing to
take more risks, but no one is doing it, even though we've assured
them they won't be punished for mistakes." The compliance and
management by procedures that were used for decades to mold

the "bell-shaped head" were impotent to inspire the necessary en-
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trepreneurial thinking and creative initiative. Workers were still in
the mind-set of wanting to be told what to do and how to do it.

One can only imagine the impact on their internal conversa-
tions of this profound break in the social contract between them
and their company. When a person's basic security is in doubt,
most everything that happens seems threatening. All doubts find
fertile ground. Mativation, focus, and trust evaporate. Individual,
team, and corporate productivity suffer greatly as a consequence.
Only those whose security was not so dependent on the old cul-
ture and who could access their own inner resources could make
the choices necessary to achieve stability. Ironically, the individuals
who had resisted compliance to the norms of the old culture were
now the most valuable people to help the company survive its pre-
sent crisis.

Most managers had little skill in coping with their own inner
turmoil and certainly were not experienced in coaching others
through it. All they knew was that they had to enforce higher stan-
dards and get better results than ever before. They themselves were
as fearful of failure as the people they managed.

The broad banner across the lobby of AT&T's Basking Ridge
headquarters read CUSTOMER SATISFACTION. This was the slogan
chosen to represent the new direction for al employees. Most
managers had read Tom Peters's In Search of Excellence and other
books saying that in the new market-driven business environment,
the customer must be treated as king. Telephone operators, having
direct contact with millions of customers, were on the front line of
this new campaign. But how the customers were to be satisfied by
operators who themselves were so dissatisfied in their work envi-
ronment was not part of the conversation.

Working in an environment that offered little choice or op-
portunity, these operators could do little that was not written in
the manual of procedures. Suddenly they were being asked to
meet higher standards of performance. The normal reaction of
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operators was to shut down into themselves and become robotic.
It was easy to hear the mechanical tone of voice that resulted.

My task was to design a training program that would result in
measurable improvement in the "courtesy ratings" of these opera-
tors. Every telephone operator across the nation was rated accord-
ing to courtesy, accuracy, and productivity. Productivity was another
word for speed. "If we can shave another second off the average
length of time the operator spends with the customer, we save the
company millions of dollars,” | was told with great enthusiasm.
But the primary result they wanted from the Inner Game inter-
vention was the improvement of courtesy ratings of the operators,
as gathered and measured by external auditors. "In no case can the
current average time per cal be alowed to increase as a result of
your training," | was informed.

As | considered what it was like to do the work of a telephone
operator in the Bell culture, what stood out was the challenge of
overcoming the boredom associated with the routine nature of the
work: eight hours a day, five days a week, handling routine re-
quests for directory assistance within the allotted average of 26.3
seconds per call.

| was fascinated by this challenge of overcoming boredom in
routine work because it was an obstacle faced by millions—yet it
had been largely unaddressed. However, | had two conditions. The
first was that no operators would be required to attend the six hours
of Inner Game seminar work. Participation in the training and the
use of Inner Game tools were to be entirely voluntary. The second
condition was that the Inner Game training would not have to be
on the subject of courtesy.

So, on that basis, | was given a contract to produce a pilot pro-
gram for the operators in the Burbank district in Southern Cali-
fornia. If it worked, it was to be extended to other California
districts within Pacific Telesis and then beyond. The application
had to be simple enough to be communicated in three two-hour
sessions and in a way that could be used by thousands of operators
with whom | would have no direct contact.

The traditional approach would have been obvious: Research
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the cutting-edge practices of customer courtesy, and produce a
video of the ABCs of courtesy for telephone operators dramatiz-
ing the shoulds and shouldn'ts of operator courtesy. In other
words, create the "mold" for the operators to fit themselves into.
Then design atraining program for the supervisors to observe the
new operator behaviors and give feedback. Those falling short of
the new standards would be identified and taken aside for private
"coaching."

At best, such a program would have some impact on courtesy
ratings over the short term, but without question it would not be
appreciated by either the operators or their supervisors, who
would see it as one more mold to fit into. Even if some new be-
haviors emerged, they would be as stilted and mechanical as those
of atennis player given the fourteen elements of the correct back-
hand. The AT&T training department had designed and imple-
mented thousands of such programs and were much better at it
than | would be.

So | decided on a different approach. It did not start from the
premise that operators lacked knowledge of courtesy. Instead, it
assumed that if Self 1's internal interference was reduced, more of
Sdf 2's courtesy would be expressed as a natural consequence.

My first task was to observe the operators at work, set up in-
terviews with some of them to find out how they viewed their
work, and identify the major internal obstacles. The picture be-
came clear quite quickly. (1) Most operators were bored and were
doing their jobs very mechanically. One operator put it this way:
"After the first sx weeks, there's nothing more to learn on this
job. We've heard dl the problems and know how to handle them.
| could do the job in my sleep, and sometimes that's just how it
feels." (2) In spite of the boredom, there was a lot of stress on the
job because operator productivity was monitored and measured
closely and constantly. Office averages were posted regularly and
individuals were given their daily average time per cal at the end
of each day. When it exceeded office levels, they were given "con-
structive feedback." (3) Operators felt they were treated like kids
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in elementary school by the system and by their supervisors. They
were required to follow prescribed routines in al aspects of their
work and to get permission for everything else, including going
to the bathroom. Everything was justified by the necessity for
higher productivity, accuracy, and courtesy. There was a lot of dis-
content with their jobs and hostility toward management. These
conditions produced a disgruntled internal dialogue for the oper-
ators that expressed itself in conversations with customers that
ranged from mechanical to irritated. Courtesy was not apt to be
prominent.

| worked with a small team of colleagues to design a pilot
training program that had nothing to do with courtesy. Instead,
the goals were to reduce stress, reduce boredom, and increase en-
joyment, which we hoped to accomplish by creating within each
operator the attitude of a learner actively engaged in a learning
process of his own choice. But how to make a routinejob into an
interesting learning environment? This turned out to be easier
than it might seem.

We asked the operators what they could learn while doing
their work. The unanimous response was, "Not much after the
first few weeks."

We asked, "But what if your learning wasn't confined simply
to doing a betterjob on courtesy, accuracy, and productivity [their
three outer game goals, referred to as CAP]?' "Like what?" they
asked. "Like learning not to be bored or not to be stressed, or
learning to find enjoyment during the eight hours you are work-
ing." Some of the operators were openly skeptical. | found myself
explaining that | had in fact been hired to have a positive impact
on CAP, but that this was not the goa of the training. "This is a
volunteer program for reducing stress and boredom in thisjob. You
don't have to take it and you don't have to practice what is taught.
But | expect that you will find it at least as much fun as your reg-
ular work." In the end, there was 100 percent sign-up.

We started by looking at the basic events of telephone operat-
ing. A light on the computer console would signal an incoming
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call, a customer would say something, the operator would punch
information into the console and say something back to the cus-
tomer. "What's the most interesting thing going on here?' | asked.
Clearly it was the voice of the customer and the responding voice
of the operator. | asked, "What can be learned besides mere data
by listening to the customer's voice?"

Quite a bit could be learned if you listened. Even if a person
were merely reciting a phone number, you might hear different
levels of stress, how much of a hurry the person was in, what was
going on in the background. "But what does that have to do with
doing our job?" the operators asked. My answer was "Maybe
nothing, but it might be an interesting experiment to find out
how much you can tell about a person by listening to the tone of
his voice and for any background sounds.”

We invented a series of "awareness exercises' that called for
operators to listen more closely to customers than they ever had
before. It was like teaching tennis students to see more in the flight
of a tennis ball. We asked the operators to rate on a scale of one to
ten the various qualities they could hear in the customer's voice,
like the degree of "warmth,” "friendliness," or "irritation."

The next step was for the operators to learn to express differ-
ent qualities in their own voices. It was like an acting class, and it
was fun. When these two awareness exercises were put together, it
became quite an interesting game. The operator would hear a
stress level of nine come over her earphones. She might choose to
give the response with a nine degree of warmth. More often than
not, there would be a significant decrease in the stress in the cus-
tomer's voice at the "good-bye."

The operators began to see that by choosing to express differ-
ent qualities in their voices, they could have an impact on how
they felt as well as on how the customer felt. Operators spoke with
more than seven hundred people a day, and even though the con-
versations were short and confined, they could have a small but
tangible impact on a great number of people.

How did this exercise reduce stress? Much stress came from ir-
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ritated customers. But the operators found that when they were
trying to listen closely to the customer to determine whether he
was at a seven or eight irritation level, they didn't take the irrita-
tion to heart. The nonjudgmental awareness took the threat out of
the irritated voice and elicited a wider range of positive responses.

As in tennis, the internal interference was reduced by higher

levels of observation of what was happening in the immediate en-
vironment. The game was fun and self-reinforcing. And it didn't
require supervisors to make sure it was being practiced. The oper-
ators used it at their discretion, and continued to use it, according
to their own reports, off thejob as well as on. It soon dawned on
many that they could use these new listening skills in their close
relationships with family members and friends. When the external
measures of courtesy came, everyone involved was impressed.
Courtesy ratings were improved beyond the expectations of man-
agement in spite of the fact that the operators were not trying to
be more courteous. Operators were learning to listen and to ex-
press more of themselves. They were having more fun. It was quite
obvious that operators who sounded more like human beings and
not like bored robots would be perceived as more courteous by
outside observers. And they were. | had learned to anticipate such
indirect results. Others saw it as some kind of magic.

Meanwhile, the operators reported that levels of boredom and
stress went down an average of 40 percent. Enjoyment on thejob
went up by 30 percent. The important lesson was that these sub-
jective factors were much more in their control than they had
thought. Before, operating was simply a dull, uninteresting job.
Now they could change the quality of their work experience. Not
being required to use these skills made them feel even more in
control and left no opportunity for resistance.

Interestingly, the only negativity about the project came from
supervisors. Because initiative had been left entirely in the hands
of operators, some supervisors felt left out of the process, and thus
left out of the credit for the results. From this, | learned a lot about
how competition for credit in the corporate environment can
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threaten effective change initiatives. Adjustments had to be made
to involve the supervisors in the training while still protecting the
free choice of operators. Eventually, "The Inner Game of Operat-
ing" was packaged and delivered to nearly twenty thousand tele-
phone operators in four regions of the country.

This experience left a profound impression on me. | saw the
simple principles | had observed on the tennis courts produce
measurable results in the workplace. | saw them make a huge dif-
ference to thousands of operators who thought they were con-
fined to the boredom and stress of routine work done under
pressure. | understood that even when ajob was routine and could
be done with only a small fraction of on€'s attention, there was a
big payoff to the worker who would give the task his full atten-
tion. Even if heightened awareness wasn't necessary, it was benefi-
cia to be as fully engaged as possible. Most important, | began to
understand that the growth and development of the person doing
the work was the most important work being done. This under-
standing became the foundation for al future work of the Inner
Game.

The forces inhibiting Sdf 2 in the modern corporate culture are
powerful and not to be underestimated. A few of the offices that
implemented "The Inner Game of Operating" made the process
mandatory and put supervisors in charge of making it happen. Of
course, the magic went out of the program, courtesy did not im-
prove, andjustification was found for halting the program. The de-
sire of management to ride herd on the behaviors of those below
them was not an easy force to overcome. Many times it superseded
the desire for results.

People are put into roles and told to follow procedures in the
name of what is good for the corporation. Scripts are written and
obeyed. The entire drama is being directed on a stage, but no one
is quite sure who the director is. The saddest part is that having
identified with their scripts, employees internalize the characters
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they have been asked to portray. Sdf 2, the sdf that is born with
the gifts of freedom and self-expression, can easily be forgotten in
the drama of the play.

| ran across a quote recently that puts it quite well:

There is a vitality, a life force, a quickening that is transated through
you into action, and because there is only one ofyou in all time, this ex-
pression is unique. And if you block it, it will never exist through any
other medium and be lost. The world will not have it. It is not your busi-
ness to determine howgood it is, nor how valuable it is, nor how it com
pares with other expressions. It is your business to keep it yours clearly
and directly, to keep the channel open. You do not even have to believe in
yourself or your work.You have to keep yourselfopen and aware directly
to the urges that motivate you. Keep the channel open.*

The goa to work freely while maintaining the integrity of Sdf
2 is achalenging one. It requires great control over the factors that
influence one's inner environment. This in turn requires an in-
creased awareness of and independence from the surrounding cul-
tural conversation, as well as more conscious communication with
one's co-workers. Work culture can be changed only through the
interactions between co-workers.

Any manager or coach of a team can make a significant differ-
ence in the interactions between individuals of that team. This can
minimize the amount of self-interference and increase the team's
access to their collective capabilities to learn and perform. Fur-
thermore, corporate leaders who recognize the far-reaching im-
plications of the corporate culture are in a position to learn how
to identify the important levers of cultural change. The goa is to
make changes in organizational culture that minimize self-
interference and acknowledge the inherent motivations and talents
of the work force.

But cultural patterns tend to change slowly—too slowly for

Martha Graham to biographer Agnes de Mille in Martha:The Life and Work of
Martha Graham (NewY ork: Random House, 1992).
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the individual worker to count on meaningful change in the short
term. My hope for working free cannot rest on external changes,
but on whatever | can do to optimize my internal work environ-
ment. As everyone who has excelled in any sport knows, winning
in the long term is largely a function of one's state of mind. State
of mind—the inner environment—is in turn a function of a per-
son's ability to attain and sustain focus.

The rest of this book is about the quest to alow more and
more of Sef 2 potential to be available to both the individual at
work and the work group.

FOCUS
OF
ATTENTION

"Our acts of voluntary attending, as brief and fitful as they are,
are nevertheless momentous and critical, determining us, as they
do, to higher or lower destinies.

—William James

If there is one thing that excellence in sports and excellence in
work have in common, it can be summed up in a single phrase:
focus of attention. Focus is the quintessential component of superior
performance in every activity, no matter what the level of skill or
the age of the performer.

The simple fact is that we do our best when we are focused,
whether we are riding a bicycle, drawing a plan for a suspension
bridge, conceiving a global strategy for a multinational company,
negotiating a contract, selling a product, cutting sushi, tasting a
glass of wine, appreciating a sunset, throwing a ball, or writing a
book. And when focus is lost, we simply do not perform at our
best.

Children focus. Animals focus. Adults focus. It's a primary abil-
ity of living creatures—perhaps even built into the DNA as a ne-
cessity for natural selection. Of al these, adults seem to have the
most difficulty with focus. Children may have short attention
spans but do not get easily distracted from what is important to
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them. One could say that most of the mistakes made by adults are
caused by a loss of focus of attention. And with that loss of focus
comes a loss of productivity, learning, and enjoyment in the
process of work.

It is by focus of attention that we make contact with every-
thing in our world and by this means alone that things become
knowable and understandable to us. Thus, attention is critical to dl
learning, understanding, and proficiency of action. It is only when
we are giving our full attention to what we are doing that we can
bring all of our resources to bear effectively. Why? Because when
we are giving full attention, self-interference is neutralized. In the
fullness of focus, there is no room for Sdlf 1's fears or doubts.

Self Focus

When | first discovered the power of smple focus of attention on
the tennis courts, it was so compelling that | believed it to be crit-
ical to success in dl things, and | thought it to be the master skill
behind al skill development. Athletes often call it "playing in the
zone." | like to cdl it Sef 2 focus. When we experience this kind
of tocus, excellence in performance seems to happen magically, a-
most effortlessly. If we could learn to understand the nature of this
kind of full attention, we would be able to perform much better in
whatever we do, learn faster and more comprehensively, and enjoy
ourselves much more in the process.

First, it should be pointed out that Self 2 focus is not achieved
by self-discipline alone. Trying too hard to concentrate produces a
constrained and forced focus that is difficult and tiring to sustain.
It is not inherently enjoyable, and in the long term, it is simply not
effective.

For example, have you ever been confronted with a salesper-
son who has recently been instructed to "maintain eye contact
with the customer"? It has the opposite of the intended effect. In-
stead of making you feel more contact with and trust in the sales-
person, you feel uncomfortable and defensive. The difference
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between that forced attention and spontaneous interest may be
hard to describe, but it is immediately apparent.

If you observe the focus of a young child playing or of a cat
following a fly with its eyes, you are seeing Self 2 focus. The criti-
cal element is the clarity of desire behind the focus. The cat is fas-
cinated by the fly and the child wants to be playing. Desire focuses
attention. When one is connected with one's own desire, Sdf 2
focus occurs naturally. But when desire is missing or one is subject
to conflicting desires, then one is apt to feel that it is necessary to
"fight" to stay focused. Then the internal commands start, saying,
"Keep your eye on the ball" ... or the page ... or the person.

Self 1 Distractions

Sdf 2 focus is not hard to demonstrate. Coaching a tennis player, |
might give the following instruction: "As the ball comes toward
you, | want you to notice anything about its trajectory that inter-
ests you." | might follow up with a few questions to encourage
even greater focus on the specific details the player reports finding
interest in. As more and more focus is given to the ball, there will
be a noticeable improvement in the quality of the tennis perfor-
mance. If an audience is w'atching, | will often ask them how they
explain the improved performance given the absence of any per-
formance-related instructions. The most common response to this
question is, "You distracted him."

"What did | distract him from?" | ask.

The answer comes. "You distracted him from thinking so
much about how he should hit the ball. You distracted him from
worrying about the results."

In short, what becomes evident is that focus is what distracts us
from whatever is distracting us. If al the internal dialogue about
results and about technique were actually helpful, then perfor-
mance would not have improved. But the internal dialogue is not
helpful. It simply distracts you from the needed effort.

Recently, | asked a manager | was coaching, "What con-
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tributes to your focus while working and what distracts you?' His
initial reply was, "When | am enjoying what | do, my focus tends
to be deeper; when | am doing what | have to do but don't really
want to do, my focus is more easily distracted." This brings up an
essential point about focus. Focus is easier to sustain when you are
doing something you have freely chosen to do. In this sense focus
is not a skill you develop by learning a technique. It is more a
function of your motivations being lined up behind what you are
doing. A teenager might find it very easy to focus while on the
basketball court but almost impossible in the classroom while
studying English grammar. Likewise, an employee who hasn't
"bought into" the purpose behind a particular assignment will
find it more difficult to focus attention than an employee who un-
derstands the importance of the task and feels fully aligned with it.
So interest, motivation, and choice al have a great deal to do with
one's ability to focus deeply and to sustain that focus over long pe-
riods of time. Focus feels very good, and the work that comes
from afocused mind is generally good work.

My next question to the manager was, "What distracts focus
while working?"

He replied, "The telephone, other people, distracting sounds
and sights." | delved deeper, asking, "But if you are alone working
on a project and there are no external distractions, is your focus
consistent, or is it better sometimes than others?"

The manager thought for awhile and said, "There is definitely
awide range in my focus day to day, even hour to hour. | suppose
one variable has to do with what else is on my mind at the time. If
I have an unresolved issue from another project, or at home, then
thoughts about that issue can come in and distract me from what
I'm doing. In fact, | often have different agendas competing for my
attention al at the same time. | focus best when | can come to a
project without any issues brought from the past and am ready to
give my full attention to it."

Competing agendas is an apt phrase to describe the source of
distraction. From my observations, Self 2 usually has a very simple
agenda. It wants to focus on whatever will fulfill its innate goals.
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When Sdf 2 isn't interfered with by Sef 1, it expresses its desire
with an elegant economy of effort. But when Self 2 cannot resolve
the competing agendas of Self 1 and various external forces, focus
will be elusive. The desire to communicate to another or to re-

solve an issue at work is very different from the desire to avoid

making a mistake, or the desire to gain credit for the result.

Though both Sdf 1 and Self 2 might want the same outcomes, the
Self 1 desire generated by doubt or fear is very different from the
natural desire to enjoy the expression of one's capabilities. In short,

Self |'s doubt-and-fear-based agendas compete with the simple
agendas of Self 2. We attain a natural and relaxed focus when our

interest is absorbed in the task at hand, connected with our true

motivations, and we are able to disregard the distractions generated

by the Self 1 "other in us.”

When Sdf 2 focus is occurring, it seems magical because the
actions are more spontaneous and unexpectedly effortless. Self-
consciousness is gone. Self-judgment is gone. The overcontrolling
mechanisms of fear and doubt are gone. When this kind of focus is
happening, there is neither anxiety nor boredom. In their place is
a simple state, not easily described, but inherently enjoyable, often
surprising, and creative—even during repetitious activities. Within
such a focus, a rhythm and an effortlessness develop that one finds
pleasing and satisfying.

Mihaly Csikszentmihalyi, in his seminal book about the expe-
rience of play and work, Beyond Boredom and Anxiety, refers to it as
the flow state. He describes it as follows:

In the flow state, action follows upon action according to an inter-
nal logic that seems to need no conscious intervention by the actor.
He experiences it as a unified flowing from one moment to the
next, in which he is in control of his actions, and in which there is
little distinction between self and environment, between stimulus
and response, or between past, present, and future.

A wonderful example of this kind of Self 2 focus is Michelle
Kwan's performance in ice skating championships. She and other
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top skaters capture in their performance the ease and elegance that
can result from this kind of focus even when surrounded by the
pressures of topflight competition. The difference between her
and lesser skaters is apparent not in technical merit aone, but in
the integration of her desire, her capability, and her inner joy ex-
pressed in action. And what grasps the audience is not just the high
level of achievement, but the total lack of self-interference that
makes her talent and qualities visible.

Yet the focus can be the same even at lower levels of skill.
When teaching tennis, it was my common and universal experi-
ence that if the student could bring full attention to bear on a ten-
nis ball in enough detail, it would distract him from the thoughts
that originated in doubt and fear. With interference and overcon-
trol out of the way, the student hits the ball better and natural en-
joyment emerges. Improvement in technique and devel opment of
skill happen automatically.

The ACT and Self 2 Focus

What | had learned on the tennis courts was that there are three
essential contributors to SAf 2 focus: awareness, choice, and trust.
These same elements are what contribute to focus in the perfor-

mance of any work task.

Awareness: The Light of Focused Attention-Awareness is like light.
Whatever it shines on becomes knowable and potentially under-
standable. Just as focused light brings objects into greater defmi-

AWARENESS

CHOICE TRUST
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tion and clarity, sofocus ofattention brings clarity and distinctness to
whatever is being observed. When focus is broad, an entire land-
scape can be viewed; when it is narrow, one can see the detail of a
particular leaf on a tree in that landscape. It is even possible to
focus on the single leaf in the foreground of one's attention while
retaining awareness of the larger landscape in the background.
Through focused awareness our world becomes understand-
able. Superficial understanding will arise when one has attended
only to the surface of things. Profound understanding requires at-
tending to what lies beneath the visible surface. Likewise, the
comprehensiveness of our understanding of any situation or sub-
ject depends on the attention given to dl its relevant aspects and
their relationship to each other. Thus the quality of our attention
is linked to the quality of both one's learning and performance.
Errors in judgment are made when attention is paid in too
narrow a range, resulting in what is commonly called "tunnel vi-
sion.” This tunnel vision can occur within an individual or in a
team of people working together. When the team's focus of atten-
tion becomes governed by the individual Sef 1 agendas of its
members, team focus is lost and its effectiveness compromised.

Choiceand FOCUS—What is rarely appreciated about focusis that it is
governed by desire. A pickpocket focuses on the purse or wallet; a
lover is always looking toward the loved one. A person connected
with his desire will notice whatever is critical to success. A trout
fisherman does not have to "try to focus," but is intent on what-
ever may signal the presence of trout. The musician hears the vari-
ables that pertain to rhythm, melody, and tone. In the same way, a
person in the grip of fear will notice whatever is frightening, and
the angry person will notice whatever is making him angry. Desire
drives focus. Our choice is over which desires to nourish and
which to starve. Nourishing the natural desires of Self 2 builds sta-
bility and leads toward self-fulfillment. The nurturing of Self 1 de-
sires strengthens self-interference and leads to inner conflict and
distraction.

But where humans have desire, we also have choice. We have
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the choice of which desires to nurture and which to starve. By our
choices we create the priorities by which we act in this world.
When we are clear about these priorities, focus is easier to come
by. When we are unclear, our agendas are in conflict, our orienta-
tion becomes ambiguous, and focus is difficult to sustain.

Fundamentally, the choice is between Sef 1 and Sdlf 2. | can
choose to be in touch with my own inherent priorities (Self 2) or
I can be distracted from them by the internalized agendas that oth-
ers have for me (Sdf 1). As | gain in my ability to make this dis-
tinction between my own voice and that of "the others in meg" |
can gain easier access to Sdf 2 focus. The choice is exercised every
time | choose to focus my attention.

HOW Trust ContributestO FoCUS-This leads to the third element of
focus. Why is trust critical to focus? Because it happens only when
you let go of a certain kind of mental control. When Sdf 1 isin a
state of doubt, the flow state is broken. This is when you are apt to
hear instructions in your head about what you should or shouldn't
do, or questions about every choice you make. Doubt leads to
confusion and to paralysis of action. When you are focused, you
are conscious of your purpose, fully engaged in the present, and
the voice of Sdf 1 is not heard.

The more | can learn to trust Self 2, the less | am affected by
fear and doubt and the easier it is to sustain focus. This letting go
of control brings the magic to athletes, writers, and creative prob-
lem solvers. W'hen my Self 1 isin control, | get Self 1 kinds of re-
sults. When Sdf 2 is alowed to do the action, spontaneously,
something always happens that 1 would not have thought of, that
is more elegant, simpler, truer. Whenever | see this, | am delighted,
whether it is in me or in another person. It is beautiful.

The price of this beauty is that it cannot be controlled by con-
scious thought. It can only be allowed. This takes trust and a bit of
humility. Humility is an important part of both focus and trust.
Arrogance is thinking | know everything that is happening, o |
think I do not have to pay much attention. If | trust myself to
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admit that | don't know everything, then | am more attentive and
I will learn. | see things that | haven't seen in ways that | have not
seen before. This freshness of perception is a sign that Self 2 is the
one focusing attention and that the Self 1 "know-it-all" is quiet. It
is scary to give up the Sdf 1 control you thought you needed. But

you must trust that Self 2 will take over the control and it will do
a better job.

Fighting Self 1 Does Not Work-When Sdf 2 focus occurs, there is a
flow and rhythm to one's actions that is inherently satisfying. It
seems that things are working at dl levels. Performance generaly
flows smoothly and with economy of effort, learning is taking place
naturally and spontaneously, and a good feeling is present. When we
experience this state for a short time, it is natural to try to somehow
keep it, or if we lose it, to make it return. We demand the return of
spontaneity and flow. And it usually doesn't work. Why?

When | lose focus, | can be sure there is some conflict between
Sef 2 and Sdf 1. But what can | do about it? If | use Self 1 strate-
gies to control Sdf 1, | will strengthen the very taskmaster that is
causing the conflict. If I get caught up in resisting Self 1, the dis-
tractions will only get stronger. If | try to force my way into Self 2
focus, | will delay its return. If | tell Self 1 to shut up, it islikely to
speak louder. Either giving in to Sdf 1 or fighting it directly is a
losing battle.

So, what can | do? The only thing that works for me is to
choose Sdf 2—to acknowledge its desire and allow it to express it-
self. How can | do this when I'm in conflict? If there is conflict,
then | can be sure that Self 2 is there! If it were not, there wouldn't
be any conflict. The resistance itself is evidence that Self 1 is not
having its full sway over me. Once | can acknowledge Self 2, | can
reach for it and give it whatever attention | have at my disposal. By
that conscious choice | am ignoring the voices of self-interference.
A little attention is withdrawn from Self 1, diminishing its influ-

ence, and | simultaneously gain greater access to the resources of
Sdf 2.
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The Practice Of Ignoring Self 1-To dramatize this practice of focus,
the following exercise was designed for use in any sales training. |
ask A to sell B on doing some action—such as going to a movie,
reading a book, going to a seminar, buying a stock. Then buyer
and seller are each assigned a person to play the role of Self 1. The
Sdf 1's instructions are simple: "Do whatever you can short of
physical intervention to distract your partner from the task at
hand." They are aso told they can't speak in a voice above a whis-
per.

It's amazing how creative and subtle the Sdlf 1's are in their
strategies and techniques of distraction. "Look at him, | don't
think he's buying what you are saying . . . maybe you should try
something else. . . . Now that was areally smart thingto say ... do
you really believe that yourself? . . .You should try to find out his

hot buttons. . . . She'sresisting everything you're saying. ... | don't
think she likes you that well . . . well, why should she? . . . Why
don't you try flirting a little? . . .Yes, that's much better . . . now

you're getting somewhere ... do you want some other ideas? . .

On the buyer's side, you can hear whispers such as "He's try-
ing to put this over on you ... he doesn't know what he's talking
about . . . don't fall for that line. . . . Don't you think he's being a
little condescending? . . . Don't get sucked into this. . . .Y ou know,
he thinks you are attracted to him ... | think he's trying to flirt
with you . . . can you imagine? . . . w'hy not play along abit? . . .
Then stick it to him at the end and turn him down flat. . . "

When the Sdf 1's are asked what they learned from the exer-
cise, they are very clear about several things: (1) They are surprised
at how good they are at their roles and realize that they must have
been "practicing” this for alongtime. (2) It isfun doing it on pur-
pose and to someone else instead of themselves. (3) Self 1's can be
either negative or positive. Whether they undermine confidence
or build up ego, dl they really have to do is to command a certain
amount of the attention of their "victims."

The buyers and sellers learn similar lessons. At first, they don't
know whether the whisperers are put there to help or not. (Just as
it'susually hard to tel if the Self 1 whisper in your head isafriend
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or foe.) "Maybe they were told to be our coaches," some of them
think. When the Sdf 1 s play their roles well, and they usually do,
it is quite a while before the buyers and sellers realize they are
being distracted and try to protect themselves. Of course, if they
try to pick afight with their Self 1's by arguing, they aways lose. It
doesn't matter to the clever Sdf 1°'s if they are agreed with or ar-
gued with—in either case, they have succeeded in their goa of
distracting the buyer or seller from his task. The only way for ei-
ther buyer or seller to work effectively is to make a decision to
tune out his Self 1. Those who make this choice find that they can
effectively block out the Self 1 voices by giving full attention to
the communication with the other person.

We dl have our Sdf 1 whisperers. It helps to realize that we
don't have to listen to them. Our Sdf 1's have the upper hand
every time they can convince us either that we need their advice,
or that we need to fight them into submission. In either case, they
succeed in distracting us from the task at hand. Focus is thus the
best defense and the best offense against Self 1 interference.

Creating an "Inner Environment" for Focus

Once you begin the practice of focus, the first thing you may
learn is how easily you are distracted. This is a critical part of the
practice of focus. What distracts you during work? Most people
don't realize how scattered their attention is until they consciously
attempt to learn to maintain focus. Maintaining focus is not a mat-
ter of never losing focus, but a matter of shortening the periods of
time in which you lose focus. The best goal for learning focus is to
become good at coming back.

Learn the warning signs of not being focused. Sometimes mis-
takes in performance reveal a momentary (or longer) lapse. | aso
lose focus more easily when | am anxious, bored, or confused.
What prompts these feelings? Self 2 focus is generally a result of
two conditions: sufficient safety and sufficient challenge. When a
person experiences too much challenge and too little safety, he
tends to become anxious or stressed. When a person experiences
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too little challenge and too much safety, he tends to become
bored. In either case, focus is easy to lose.

Too Much Challenge, Not Enough Safety = Stress-The experience of
"too much demand” is one of the most common conditions for
loss of focus. Almost everyone | have spoken to in corporate man-
agement works in the context of "I have more to do than time to
do it in." Not only do al the demands clamor for attention at the
same time, but the mere condition of feeling overwhelmed im-
pairs focus. The key is to restore choice to the matter and ulti-
mately alleviate the sense of overdemand. o

One way to reduce "demand"” is to get rid of the unnecessary
demands of Sdf 1 in the form of such things as perfectionism,
overcontrol, avoidance of risk, etc. Once you have eliminated all
the Sdf 1 demands possible, if you ill have more to do than time
to do it, you can begin to look at how and why you accepted a
larger load than you had time for and decide how to renegotiate or
delegate some of the demand. One way to do thisisto divide your
time into thirds. What would you do if you only had a third of the
time you actually have available? What would you do if you had
only two-thirds? You should probably stop there, as the last third
will be taken by tasks that would be impossible to anticipate.

In the final analysis, you can do work effectively only if you
can stay focused, and you can't stay focused when feeling overbur-
dened by too much demand. | am often surprised by how much
time | save when | have let go of Self 1 demands and of my resis-
tance to them. Sdf 1 likes to take al the time available to do a
given task. Sef 2 likes to do the task with economy of time and
effort in keeping with purpose. When | get out of the Sef 1
mode, Self 2 finds a pace for working that is in keeping with its
nature. Without exception, work simply gets done more effi-
ciently and effectively in keeping with purpose.

Too Little Challenge and Too Much Safety = Boredom-When a person
feels too little demand because ajob or task is perceived as being
too routine or unimportant, focus can be usurped by a sense of
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boredom. The cycle of boredom works very much like the cycle
of anxiety described in the previous chapter. The perception
"Nothing is interesting here" leads to a shutting down of recep-
tors in the nervous system and a condition of nonalertness, an in-
ability to stay interested, which leads to a lack of engagement in
the activity, which leads to the conclusion that "this work is bor-
ing." The cycle continues.

Lack of challenge is as threatening to Self 2's well-being as too
much challenge. Self 2 goes to sleep and a person often feels
forced to look for extreme means of "excitement” and stimulation
outside of work in order to feel alive again.

There are two solutions to this problem. Find a way to bring
greater challenge into your existing work by raising the standards
and paying greater attention to detail than necessary (like the tele-
phone operators), or find more meaningful or challenging work.
Sometimes boredom is an easier obstacle to overcome than anxi-
ety, because more of the variables are in your control. One key is
not to identify yourself with the work you are doing. Faced with
"boring and routine work," you can still be a very interesting and
important person. Likewise, you can be a very cam and collected
person doing very stressful work. You owe it to yourself to take
charge of your own inner environment and make the decision that
you will not alow yourself to stay bored or stressed for long.

Regaining Lost FOCUS—I want to go for it ... | don't want to fail. |
know | can do it ... I'm not so sure. | want the responsibility . . .
| don't want the pressure. | want to learn to play the piano ... |
don't want to endure those tedious lessons. | want to be open to
my feelings ... | don't want to feel hurt. I'm willing to take the
risk ... | can't afford to be wrong. The instances of conflicted
goals and desires can be endless. But they all amount to a lack of
clarity about one's priorities. The resulting state is one of confu-
sion in which sustained focus is improbable.

Distraction is a failure to resolve an inner conflict of priorities.
We all live in worlds where there are many demands placed upon
us. Parents, bosses, partners, managers, colleagues, teachers, gov-
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ernments, friends, religions, coaches, children—our "ideals' and
causes all assume the right to "ask" things of us. Most of us feel
the obligation to accommodate some or most of the agendas that
others have for us—often to the neglect of Sdf 2's agenda.

What priority do we give to our inherent needs for balance,
enjoyment, growth? To what extent do we allow ourselves to be a
priority in our own lives? Some will consider such a thought self-
ish. Not true. Common sense dictates that if the cow doesn't get
to eat grass, it won't have milk to give. If Sdf 2 isn't acknowledged
and nourished, how much will it be able to give? It is the nature of
society to create never-ending demands on al of us. Yet it is the
nature of the human spirit to be free. The root of our inability to
focus is this fundamental conflict between the individual and its
surrounding society.

This choice is a simple one, but it is not dways so easy to
make. The first step is to distinguish the feel of Saf 1's compulsive
forces from the gentler urgings of Sdf 2. It is easier to feel the dif-
ference than it is to describe it. Sdf 1 desire feels as if I'm being
driven by a tight hand at the wheel, Sdf 2 as if I'm doing the dri-
ving with a relaxed but firm grip. Self 2 is naturally joyous in its
expression of its excellence; Sef 1 is trying to prove itself or earn
something it often doesn't think it really deserves. There are many
descriptions, but none will replace the ability to distinguish how
they feel from the inside.

When | don't know what | want, | fall prey to the agendas of
Sef 1. This is how Self 1 gets strong in the first place. Being so-
cialized means following the agendas of "the other" at the expense
of your own inherent guidance system. Self 2 focus occurs when
such inner conflict has been resolved or when for the moment all
desires are aligned in the same direction.

Choice and commitment are very powerful forces that are
available to each one of us. Bringing choice beyond the level of
what | am doing to include who or what | am following is not
only a key contributor to focus, but the essential ingredient of in-
dividual freedom itself. There is no easy trick to staying focused. It
takes awareness, choice, trust, and a lot of practice.

THE
PRACTICE
OF FOCUS

locus is about paying attention while doing whatever you are
doing. It is a skill that can be practiced through any activity—dri-
ving a car, reading a book, talking and listening to another person,
solving a problem, tending a machine, working with others or
working alone.

The most important thing about the practice of focus is that it
cannot be forced. Trying hard to concentrate doesn't work. It pro-
duces frustration, tiredness, and narrowness of vision. Focus fol-
lows interest, and interest does not need coercion. A gentle hand
on the steering wheel of attention will suffice.

A second thing to keep in mind about the practice of focus is
to be nonjudgmental. When you practice staying focused you are
apt to become more aware of your distractions. If you get angry
with yourself for losing focus, you will compound your distraction
from the task at hand. The alternative approach is that of the
learner. As alearner, | want to maintain my focus, but | am also in-
terested in identifying what distracts me.

When coaching a student to focus on the tennis ball, my pri-
mary effort was to encourage focus on some aspect of the flight of
the ball that the student found interesting. When the focus of at-
tention was lost | might ask, "Where did your attention go?' The
student would reflect for a moment and then express surprise that
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his attention had gotten distracted as if without his permission.
Just noticing what had pulled attention away was usually sufficient
to weaken that distraction and alow for greater focus.

One should not conclude that al shifts in attention amount to
a loss of focus. Sdf 2 will automatically shift attention when it
finds something interesting and relevant to attend to. Only if |
have learned to notice my shifts of attention can | tell when such
a shift is contributing to my purpose or distracting from it.

When you are driving a car, your attention shifts many times
in an effort to get dl the information necessary to keep you safe
and on course. Rather than hinder your ability to drive well, these
shifts of attention are crucial to driving safely and they can even be
used to enhance your focus and performance. For example, | once
began to notice where on the road my eyes fell when driving
around turns on a rural road. As | increased my focus, | noticed
that my eyes started to find a place further from the beginning of
the turn and more toward its completion. Focusing on that part of
the turn made a marked improvement in the ease with which |
negotiated the turn. Simply becoming aware of where your atten-
tion is will increase your focus.

Practicing focus means being fully aware and present to the
variables that matter. As you notice what distracts you, your prior-
ities become clarified and focus is strengthened. This is the heart
of practicing the Inner Game in any activity. As focus increases,
self-interference decreases, and performance inevitably improves.

Focused Communication—One of the most valuable areas at work in
which to practice focus is in communicating with another person.
Effective work involves good communication, and focus of atten-
tion is the critical element to effective communication. Again, start
with nonjudgmental observation.

Have you ever noticed the extent to which there is a conver-
sation going on in your head while you are talking with another
person? | find that internal comments and feelings often distract
me from fully listening to the other person. | find myself thinking
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| already know what the person is going to say, so | don't really
have to listen. | think about whether | agree or disagree with what
is being said and | rehearse my next response. How much of my
attention does this internal conversation absorb?

The task of listening to another person is not that different
from that of focusing on a tennis ball. The other person's voice is
coming toward you and you are going to have to respond. What
are you thinking and feeling while the communication is coming
your way? Do you feel like the tennis player who is threatened by
a hard shot toward his backhand? "Here comes ajudgment or re-
jection right toward my weakness'? Or, "Here comes a statement
I don't agree with." Just as with the defensive tennis player, such a
listener is subject to the cycle of self-interference. Shallow breath-
ing, flushed face, tightened body posture, and other physiological
reactions disrupt the harmony of the inner environment. The lis-
tener is apt to be thrown into a defensive posture that makes itjust
as hard for him to respond appropriately as it is for the tennis
player to return a difficult shot.

What do | think would happen if | let go of my Sdf 1 control
mechanisms and gave my full attention to the speaker? Do | really
need to make comments to myself or rehearse my response while
the other person is talking? When | am willing to listen more fully,
the other person notices that attention is being paid and often
starts speaking and listening in a more focused way. The result can
be a general improvement in the quality of the communication
both ways.

Listening and Speaking-Self 2 focus m listening and speaking can-
not be accomplished by discipline alone. You have to let yourself
get interested in the other person. And you can get interested only
if you don't assume you already know what is being said. This can
make you feel alittle more open and vulnerable, but it is critical to
Saf 2 focus. When | can accept these feelings, | have more atten-
tion to give to both the content and the feelings of the other per-
son. On the other hand, when | am not willing to be open and in
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a state of not knowing, | can become defensive, judgmental, anx-
ious, or bored.

Let me offer one short example of the difference between Sdf
1 and Sdf 2 listening. | was in a meeting as a part of a small work
group with an assigned task. In this group, there was a middle-
aged manager who provoked my Sdf 1. Almost every time she
spoke, it was to give advice to someone about something. If a per-
son was expressing a concern or a problem, she would automati-
cally come up with "Why don't you try doing it this way?' My
Sdf 1 was commenting, "Advice when it's not asked for isjust the
kind of thing | hate. . . " It was being asjudgmental of her as it
often is of myself. Of course, the more | focused on this annoying
behavior, the less aware | was of the rest of the surrounding con-
versation in the work group, and the less able | was to make a con-
tribution to the task at hand. Self 1's internal assessment was "This
meeting is a total waste of time."

We broke for lunch and | got into a conversation with some-
one else from the group who had gotten a great dea out of the
meeting. When | brought up how annoying this particular man-
ager had been, he acknowledged that he had noticed the behavior,
but had ignored it because he was interested in other things that
were being said. "Besides, | know her, and in spite of the fact that
she's a bit free with her advice, she is one of the most intelligent
and compassionate managers around.” | was shocked. It was as if
we had been at two totally different meetings and were talking
about two totally different people. | realized that the meeting | had
been in was not one | wanted to return to and that | had a choice—
not whether or not to return to the meeting, but what | would lis-
ten for while | was in the meeting. | made a simple choice—to
listen for what | could appreciate in the work group rather than
for what | could criticize.

Objectively speaking, very little was different in the meeting
after lunch from the one that | had thought was a waste of time.
But subjectively, | was in a totally different meeting. The behavior
of the advice-giving manager did not change, but my view of her
changed alot. | could see that she was both intelligent and com-
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passionate and in fact quite a wonderful manager. | still didn't like
this particular behavior, but | was able to distinguish the person
from her behavior. This made dl the difference in how | saw her.
Instead of seeing only the "pimple," | could see the whole face.
From this perspective, | could aso listen with better focus to the
others in the group. To my surprise, | found that real work was
happening, and found several chances to make my contribution to
the effort. By the end of the meeting, | had to admit that this had
been a productive meeting and probably had been al along.

It was a most valuable learning experience in the difference
between Sdf 1 and Self 2 listening. It is easy to get caught in Self
I s critical frame of mind, which looks for evidence to justify one's
preconceptions. What | seldom realize is that it may not be the
other person who is wasting my time, but that | am wasting my
own time by listening with such an attitude. The fact is that | have
a choice in the matter, even though it is much more convenient to
blame the other person, the meeting, or life itself.

It takes a lot of attention to really understand what is being
said by another person. Even in the transfer of simple information,
it has been well established by researchers that people generaly
don't hear what others are saying. We hear what we expect to hear.
Compounding the problem, people often don't say what they re-
ally mean. Meaning can be disguised by the speaker's efforts to be
polite, to avoid judgment, or to make a good impression. Picking
up on what a person is really saying can require total focus on the
part of the listener. Since our attention is directly related to our
ability to understand, and understanding the people we work with
is directly related to our ability to perform well (especialy in
teams), the value of learning to give full attention while listening is
hard to overestimate.

The converse is aso true. Speaking requires as much focus as
listening. Do we say whatever comes into our minds whether it is
relevant or not? Focus in speaking has to do with saying what you
mean in a way that can be understood, respected, and considered
relevant.

One of the reasons people don't like business meetings is that



62 THE INNER GAME OF WORK

they can be so unfocused. Even with a pre-established agenda,
what one person says often has absolutely nothing to do with what
the previous person said. When this happens, you can safely as-
sume that when the first person was speaking, the second person
was thinking about whatever he was going to say next instead of
listening. If one were to analyze the flow of such conversations in
the workplace, it might be quite surprising to see how incoherent
and seemingly random many of them are.

It is dso difficult to maintain focus when the person speaking
takes severa minutes to say what could be said in a few seconds. In
speaking, as in sports, Sdf 2 likes to express itself concisely.

Since communication is such a pervasive part of our lives, it
affords an idea opportunity to practice focus of attention every
time we listen or speak.

Focus On Critical Variables

We make contact with and understand the world around us
through our attention, which is constantly shifting according to
our interest. In any activity, there are an unlimited number of pos-
sible objects of attention. It is the understanding that we bring to
a situation that governs what objects of attention we will select. In
turn, it is what we perceive through our attention that will govern
our understanding. Thus, while understanding can grow with
each focusing of attention, it can be eroded by the withdrawal or
distraction of attention.

Self 2 is the inherent intelligence behind our selection of what
to attend to. And Self 1 is the prime distracter of attention; it can
erode focus and make us less conscious of where we are and where
we are going. As Self 1 becomes still, Saf 2 focus is alowed to
emerge, and it naturally selects those objects that are most relevant.
| cal these "critical variables." In a conscious Self 2 state, these
shifts of attention occur quite automatically and bring new infor-
mation with each new observation. Understanding thus grows au-
tomatically, and from understanding come better choices and
better performance.
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FOCUS On Speed—When it came time to teach my teenage son,
Steve, how to drive, | did so almost entirely through the practice
of focus of attention on critical variables. It started with playing
informal "awareness games" while Steve was in the passenger seat.
I would ask questions such as, "Is my car more in the right side of
the lane, the left, or in the center?' Or "How many car lengths am
I from the car in front of me, or the car behind me?' These ques-
tions were not about getting a correct answer, but were designed
to increase Steve's awareness of distances and spaces.

A question like "How fast are we going?' does not provide an
interesting opportunity for focus. So the game was to guess the
car's speed without looking at the speedometer. We would each
make a guess and then look at the speedometer to confirm. Then
the question was, what did you observe in making your guess? We
began to be aware of the sub-variables of the variable speed. The
sounds of the engine, the wind on the windshield, or the wheels
on the road dl gave auditory information relevant to speed. The
motion of the white lines, telephone poles, trees, and other sta-
tionary objects gave visual clues. Attending to these sensory clues
made the driving lessons interesting and absorbing and, more im-
portant, it was about being aware and being accurate. It was not
about makingjudgments of good or bad driving.

When it came time for Steve to get behind the wheel, the
conversation continued to be nonjudgmental. We had a short con-
versation about the objective of driving—namely to get safely and
legally from A to B. Once this objective was clearly stated, | began
asking the awareness questions. The first few times | asked the
questions, it was when Steve was driving well. We could ask and
answer the questions in a neutral tone of voice. The nonjudgmen-
tal context made the learning progress rapidly, without criticisms.
It was amazing to seejust how aware Steve would get when he
wasn't being manipulated into the "correct behaviors" but wasjust
being challenged to be as aware as possible. The atmosphere in the
car was comfortable and without strain on the relationship.

In sports, the critical variables are often physical variables,
whereas in work they may be physical and/or mental. The magic
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of Sef 2 focus is not so dependent on which variable you select as
it is on the fact that you are focusing on some variable. Focus on
any variable can help put you in a state of nonjudgmental aware-
ness and thus provide reduction of self-interference. So don't be
overly worried about picking the "right variable." There are many
that will work.

Focus on Critical Variables While Selling-Buying and selling are two
of the oldest and most universal work activities. All of us buy and
most of us sdl. If not for a living, we sell our ideas, our labor, our
points of view, our opinions. The general goal of sdling is to
"heighten the perceived value" of something to create a desired
result. There are numerous books and courses on this activity that
vary greatly in their approach. Yet it is very interesting to reaize
how much skill a person can develop simply by focusing attention
when in the act of selling.

When addressing this subject in my seminars, | ask people
how many have firsthand experience of five-year-olds. "How
good are five-year-olds at selling?' | ask. The response is uni-
versal admiration for their skill at selling parents on what they
want. "Do they develop rapport with the buyer?' Yes, quite natu-
rally. "Do they handle objections creatively?' Yes, they certainly
do. "Do they know the buyer's 'hot buttons'?" Intimately. "Do
they ever fail to ask for the close?' Never. "If turned down by one
decision maker, do they approach an alternate decision maker?"
Invariably. "Do they use the same sales approach with each
buyer?' No, they customize. "Does fear of rejection or fear of fail-
ure keep them from coming back and trying again?' No. Not
until we've sufficiently conditioned them. "So what course in sdl-
ing did these five-year-olds take to develop such mastery? Are they
following some model of successful selling?' Or do they just in-
terfere less with their Self 2 potential ?

How did they learn these selling skills? | don't believe it was so
much by watching their parents' selling behaviors, as by paying
close attention to their parents' buying behaviors. Children are
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naturally enrolled in the course called "learning from experience."
They have spent five-plus years in this school and they see no bet-
ter way to learn than by observation, trial, error, and adaptation.

Children don't consider learning to sell as "work." It isjust
part of the natural process of learning to get what one wants.
Clear about her goals and in touch with her desire, a five-year-old
girl instinctively pays close attention to critical variables and ad-
justs behavior according to nature's law: what feels good and what
works. Learning takes place from every selling situation. Changes
in approach are made as one goes, as different ploys prove effective
or ineffective with the individual buyer. The child develops dl this
skill without the help of abstract reasoning. As adults, when we
combine our capacity for reflection with our innate ability to
learn from experience, we have a most formidable asset.

What do we learn from this five-year-old about how to focus
while selling? What are some of the variables that are within the
awareness of the young salesperson? The first variable is her own
motivation. She has a very clear concept of the desired outcomes
and a lot of self-confidence and hope. But most important is the
amazing sensitivity to the customer. She must be able to pick up
subtle changes in interest level, subtle shifts in tones of voice that
indicate the seriousness or lack of seriousness of a particular ob-
jection. She is aso alert to where there are openings in the will-
ingness of the buyer and where the doors are closed. These are
obvious variables in selling, but are often missed by the more com-
plex and "knowledgeable" adults. Sometimes it is by being more
childlike and natural that Self 2 says things that produce better re-
sults than we ever would have anticipated. One such time oc-
curred when | was asked to "sell" a group of salesperson trainers at
AT&T on the Inner Game approach to selling.

Self 2 FOCUS in Selling at AT&T-As AT& T was preparing to become
a competitive, market-driven company, it put a great deal of time
and resources into building a sales training school for account ex-
ecutives in Boulder, Colorado. It hired the best consultants it
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could find and designed a state-of-the-art facility with the best
available technical equipment and sales curriculum. Archie
McGill, the vice president of business marketing, had decided that
this was where the Inner Game could have the greatest impact in
his organization. He had asked me to collaborate with a leading
sales training company based in California to design an Inner
Game training program for AT&T's account executives.

Bill, the president of the sales training company, and | were in-
vited to present our program at AT& T headquarters. It was my
first time to make such a formal presentation, and as we were ush-
ered into the very polished boardroom, | felt alittle intimidated. |
felt pressure from Bill to "get the sal€" and pressure from everyone
else to make this meeting worth their valuable time. The agenda
caled for the AT&T design team to make the first presentation.
They took an hour to make a very well organized and thoughtful
presentation with elaborate dlides. Their primary training point
was that account executives would sell "solutions to problems,"”
not products. Learning to "uncover the needs" of the customer
was thus a primary skill to be developed. Their vision, planning,
and delivery were very impressive—as polished as the boardroom
table—and to mejust as intimidating. Finally, with a gesture of tri-
umph, the slide presentation came to an end, and there were gen-
eral nods of approva for ajob well done.

Eyes turned to me. "Now we would like to hear your com-
ments on what we've done and how the Inner Game might help
us." | knew | could make the prepared presentation, but | could
not see what it would contribute, since their presentation had cov-
ered all the bases. | sat for several moments thinking about what to
do and | realized that there had been no real expression of any
need on their part. Finadly, | said, "I realy don't feel very moti-
vated to say anything," and stayed seated. The others were some-
what surprised; Bill was alarmed. He elbowed me forcefully in the
ribs to encourage me to make the planned presentation.

Not venturing to the podium, | stood at my place and said
with dl sincerity, "I am very impressed by al you have presented.
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From what you have told me so far, there are no problems and not
much room for improvement. You have my congratulations for a
job well done." | sat down.

Abruptly, the mood of the lead presenter, a former marine
colonel, changed. His eyes moistened with embarrassment. In the
next five minutes, he dropped his defenses and disclosed the con-
siderable problems they were having. Hearing the expression of
their need, | felt ready to present, much to the relief of my partner,
who later asked me where | had "learned that ploy.”

It hadn't been a ploy, and I'd never done it before. It wasjust
Self 2 being honest. | hadn't calculated the results, but at the same
time, | knew what | was doing. Fortunately, at the time, | didn't
fully appreciate how rare such actions were in those corporate
circles.

Perhaps the most important thing | learned about the Inner
Game of selling was about trust. When buyer and seller trusted
each other's integrity, the process was quite simple and could be
done in a straightforward fashion without manipulation. Yet in
most sales conversations | witnessed, there was a significant back-
ground of mistrust, not so much of the individuals involved as of
the common practices.

Trust is definitely a critical variable in selling—perhaps the
most critical. | have seen many sales training courses that instruct
the salesperson on how to create trust. Most are manipulative in
nature or become manipulative when they are used as techniques
to accomplish an end. Usually customers learn over time how to
resist the manipulations and the entire sales process suffers.

Trust is like sincerity—it is difficult to define and impossible to
"manufacture.” The easiest way to create trust is simply to avoid
doing those things that undermine trust and to be quick to repair
breakdowns when they occur. Trusting the customer to buy what
makes sense requires letting go of manipulative techniques. As a
result, a different kind of conversation opens up, one in which the
salesperson becomes more focused on the important elements of
the customer's buying process.
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An Exercise: FOCUS On Interest Level-In an exercise designed for
AT&T account executives, two volunteers were asked to role-play
in the buying and selling of a used car. They were given five min-
utes to conduct the sales conversation. The salesperson was in-
structed to simply focus attention on the changes in interest level
of the buyer over the course of the five minutes. He was told not
to try to do anything to influence the interest level, butjust to ob-
serve it. Similarly, the buyer himself and the students watching the
exercise were asked to observe the buyer's interest level and record
their observations at the end of each minute on a simple graph.

At the end of the exercise, the salesperson and the buyer were
asked to graph their observations. The buyer's graph looked like
this: 34757.
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The salesperson's graph was 4684 1.

The salesperson was asked what he observed. "The interest
level was building pretty steadily until the end. Then | gave up and
totally lost him."

The buyer was asked the same question. "Well, | was interested
until | felt an objection during the fourth minute. Something
changed about the salesperson. He seemed to get much more re-
laxed and comfortable, and | was ready to buy right away."

This was a shock and a big learning experience for the sales-
person. At the moment he gave up, the customer had become
ready to buy! And he hadn't seen it.
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"I thought | had done a lousy job in answering the last objec-
tion," said the salesperson, "so | let go."

"I suddenly felt the pressure to buy was gone, and | was sur-
prised at how it changed my readiness,” said the customer.

What the salesperson |earned was that, without knowing it, he
was putting pressure on the buyer to buy and unwittingly causing
resistance to buying. When he let go of the pressure, the resistance
subsided. He had, in fact, prided himself on his persistence and
had been critical of himself for giving up at the end.

Focus on the customer's interest level reduced Self 1's interfer-
ence and heightened Sdf 2's learning and creativity. Salespeople
also discovered that the quality of their listening could have a great
impact on the buyer's communication. People know' when they
are being given full attention. They aso know when you are just
waiting for them to finish so that you can make your point. When
one person gives full attention to another, it tends to become con-
tagious, affecting the quality of both participants' speaking and lis-
tening.

Focusing On Results—In an Inner Game seminar for managers, a
successful dentist asked how the Inner Game focus on critical vari-
ables could be applied to doing a better job managing his office.
The problem was simple: Patients were spending too much time
in the waiting room. His standard was that no patient should have
to wait more than twenty minutes. He had tried many traditional
management techniques to remedy the situation, but nothing had
worked.

There were many different variables that could have been used
as a focus to provide the learning that would bring improved re-
sults. | suggested focusing on the desired results themselves. "Since
time is the final critical variable here, why not focus on how long
patients are waiting in the waiting room,” | suggested. Since most
of the office staff were not in a position to observe the waiting
room, they could only make informed guesses by observing vari-
ables within the range of their direct observation. It was to be a
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simple awareness game in which each employee would write
down at the end of the day his best estimate of the number of pa-
tients that had been kept waiting more than twenty minutes. The
goa was to make the most accurate estimate possible, rather than
to improve the performance. The next morning, al their guesses
were posted as well as the correct number based on the direct ob-
servation of the receptionist. | suggested the dentist run the exper-
iment for two weeks before taking recommendations from the
team about what, if any, changes should be made.

The dentist called me two weeks later, very excited and very
surprised. At the end of the first day, there had been a drop from a
previous average of fifteen people kept waiting to ten. At the end
of the fifth day, there were none. The entire second week averaged
less than one person a day kept waiting. He had asked his staff
what they were doing differently and no one could say. "So it
worked," he said, "but | don't know why."

I didn't know why either, but | wasn't surprised. What | did
know was that people became more aware of critical variables and,
without knowing exactly how, started making better use of time. |
aso guessed that because no one felt that they were being "man-
aged" into getting better results, there was less resistance from the
staff to the exercise. The formula of heightened awareness and re-
duced interference was again producing positive results.

Time as a Critical Variable—Time is a critical variable of most work
activities. Probably the most common complaint ot people who
w'ork, at every level in an organization, is "l don't have enough
time to get done dl that has to be done." The amount of time one
has to complete a given task can be seen as either an aid to focus
or its enemy.

An executive friend of mine made a very illuminating and
succinct statement about time management. "No one can ever
succeed in managing time. If anything, time manages you." As |
thought about it, | saw that "time management” was a total mis-
nomer. Time was something our Self 1's might like to think they
can control, but in reality, "ol' man river just keeps on rolling

The Practice of Focus 71

along" and we can't do anything about it. At best, we can make in-
telligent choices about what we do within time. But time itself is
out of reach of our managerial abilities.

But what we can do is become more aware of time in rela
tionship to the tasks before us. Many people make lists of what
they want to accomplish in a given day and are then surprised by
not getting done what they thought they would. Could it be that
we aren't aware of how long certain tasks take us?

A Time Awareness Exercise-A basic premise of the Inner Game is:
Before you go about trying to change something, increase your
awareness of the way it is. If | wanted to learn how to make better
use of my time, | could make an estimate of the time | expected it
would take me to accomplish each task on my to-do list. Then be-
fore actually looking at my clock to check how long a particular
task took, | could make a guess. Then | could check the time it ac-
tually took. (This exercise might require jotting down the dura-
tion of unexpected interruptions.) | just might be surprised. |
think most people would find that they are not particularly aware
of the passing of time, even for routine tasks, much less tasks that
they have less experience with. As we practice becoming more
aware of time in relation to task, we are bound to learn some very
interesting and important lessons that will improve time-task ef-
fectiveness.

Promising More Time Than You Have-There was a period of time a
few years ago that | was feeling particularly overwhelmed by my
workload. | couldn't understand why | seemed to be behind on so
many projects. | decided to take a few minutes to write down all
the projects | had committed myself to and to estimate the total
amount of time it would take for me to fulfill each of my com-
mitments to each project. When | added up the total of al the
time | had committed, | realized that even working at highly ef-
fective levels of performance, | had committed about 200 percent
of my available time!

When | had agreed to take on the projects, the decision was



72 THE INNER GAME OF WORK

based on my thinking that they were worthwhile, in terms of prof-
itability, importance, my interest in them, or a combination of al
three. When saying yes to each project, | felt good about it, even
noble. But, like everyone else, | had a limited amount of time—
twenty-four hours per day. | had promised time that | did not have.
If my time were money in abank, it was as though | had $240 and
| had promised $100 to three people and then another $40 to five
more people. Itjust wasn't possible. It also wasn't honest.

My Sdf 1 can be arrogant enough to think that it can under-
take whatever projects it wants without considering the limitation
of time. Sdf 2, though boundless in its potential, aims for the
greatest economy of action and effort in keeping with purpose.
But even so, Sdf 2 cannot do the impossible, particularly when
Sdf 1 adds to the problem by interfering with focusing on any of
the tasks at hand.

Noticing What YOU Notice-In any situation, one of the best ways of
finding a critical variable to focus on is to notice what you are d-
ready noticing. What does this mean? If you ask three people to
look out the same window and then ask each one to tell you what
"stood out,” they will come up with three different answers. Of
the thousands of possibilities in the entire scene, one person no-
tices that there's a hole in the roof of the farmhouse in the dis-
tance, another the colors of the sky, another the turning leaves on
a nearby sycamore tree. The same thing takes place when you
meet a person, or view a business problem, or look at a product.
Everyone's attention is selective. What is being selected can often
tell you something important about the viewer, as well as about
what is being viewed. When coaching either an athlete or a busi-
nessperson, listening for what stands out in a given situation gives
valuable clues about where to direct the focus of attention.

For example, a team of managers | was working with asked me
to help with improving the quality of their meetings. When |
asked the standard question, "What stands out for you as you ob-
serve your meetings?' three simple observations were made: (1)
"We don't stick to the agenda” (2) "Meetings neither start nor
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end on time." (3) "A few of the people do most of the talking." It
would have been possible to do an in-depth analysis of the meet-
ings and generate from them a set of remedies to change behav-
iors. The approach | took was simpler. | asked one manager to
focus on "adherence to agenda." He would do no more than raise
his hand each time he observed the conversation wandering. An-
other manager observed the starting and ending time of the meet-
ing, an observation that evolved into tracking the amount of time
allotted and spent on each agenda item. A third manager kept track
of the frequency and total length of time each person spoke. No
corrections were ever recommended or enforced. But over the
next few weeks, merely by virtue of the team's heightened aware-
ness of these variables, meetings started and ended on time, there
were fewer and fewer instances of wandering off the agenda, and
participation became more evenly distributed and speaking more
succinct.

I used to tell tennis students that if they didn't like the instruc-
tions coming from a tennis professional or a partner, they could a-
ways change the instructions from a behavioral command to the
observation of a critical variable. If the pro said, "You aren't hit-
ting the ball in front of you,” they could simply start observing
where they were in fact making contact with the ball, trusting Self
2 to make the corrections automatically. In the same way, many re-
quests for change from a manager, from a customer, or even from
yourself are often best handled neither by compliance nor resis-
tance, but by simple observation of the variables embedded in the
"command.” In a performance review, a manager might be told,
"You have to stop being so critical of your subordinates. |'ve been
getting a lot of feedback from them about you on that." Perhaps
the manager agrees. But instead of internalizing the command
"Don't be critical,” what would happen if he simply decided to
make "criticalness" a variable to observe, in his own communica-
tion and others'? If he decided just to take notice and see what
happened? I'm guessing that after he actually became aware of
how much of it was happening, he would then find it decreas-
ing—or at least becoming more appropriate.



74 THE INNER GAME OF WORK

Selecting a Critical Variable—There are three elements to keep in
mind when choosing a variable to focus on. First, it should be ob-
servable. One of the functions of focus is to keep your attention in
the here and now. It follows that the object of focus should be di-
rectly observable in the present. For this reason, the body language
of the person you are communicating with would be a better vari-
able than "gaining agreement." Second, it helps if the variable is
interesting. Listening for the subtleties of feeling and intention in
any communication is more interesting thanjust tracking the con-
tent of what is being said. As was demonstrated by the AT&T op-
erators, there is a great deal more to listen for in a voice than
information alone. Third, an effective critical variable is relevant to
the goa of the task at hand. Among al those that are relevant,
there may be one or more that require your attention the most—
either because you tend to ignore that particular variable or just
because it is particularly crucial. For example, a salesperson who is
learning to apply less "pressure’ might want to focus on signs of
openness or resistance on the part of the customer. Such an aware-
ness exercise would contribute to the task at hand as well as to the
desired learning.

There are obviously many variables that Self 2 will track when
focused. Below are some important variables in effective selling
and buying mentioned by various salespeople in training courses. |
offer them not as an exhaustive set of variables, but just as an ex-
ample of how any variables can be used.

Trust—noticing your own and the other person's candor and

openness.

Respect—Ilooking down, looking up, or looking straight across
as equals.

Control—who is controlling the flow of the conversation?
When?

Time—time spent speaking versus time spent listening.
Clarity—of perceived need, of perceived value. Obstacles?
Pressure—on either side versus respect for choice.
Motivation—Ilevel, direction, timing, on both sides.
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In general, | have found it best to select a critical variable that
is simple and easy to observe: "bounce-hit" in tennis; speed of the
car while driving; interest level in selling. A variable should not be
intellectually demanding. Rather it is a neutral place to focus your
conscious attention that will allow the fuller use of Sdlf 2 faculties.
What is always surprising to me as a coach is to see that Sdlf 2 is
capable of very subtle and complex learning when the conscious
mind is focused on something rather simple.

The efficacy of focusing attention is then twofold. First, it al-
lows for a better stream of information to the brain—I see the ball
better, hear the person better, and can therefore respond better.
But the second function is that it reduces self-interference and al-
lows greater access to Self 2. From this point of view it matters rel-
atively little what the particular focus of attention is; as long as you
are focused, there will be less obstructing your capabilities to learn
and perform.

Outer and Inner Variables-Outer variables in any given task might
include its stated purpose, the resources and tools available, other
people, costs, time lines, and standards required. Inner variables
might include motivation, attitude, values, assumptions, beliefs,
definitions, context, point of view, and feelings. Both inner and
outer variables are critical to success. Most people are more famil-
iar with focusing on external variables, yet there is much to be
gained by becoming more aware of the internal variables, as they
are ultimately more within our control. Which variable you focus
on is a matter of choice according to your performance and learn-
ing goals at the time.

Attending to Attitude-One caution. The more "internal" your focus
becomes, the more important it is to be nonjudgmental. To notice
an outer mistake may be less worrisome than to notice you have a
"bad" attitude. It aso takes a lot more courage to fix an attitude
than an error. Once you are aware of what your attitude is, the
maxim "Awareness itself is curative" holds true. Listening to Self 1
say to you, like a parent, "You have a bad attitude,” is not aware-



76 THE INNER GAME OF WORK

ness. It isjust listening to a self-condemnation. It takes an effort to
reach back to that part of your being that controls attitude. But
when you can get there, it is possible to bring thoughts and feel-
ings into alignment.

Someone who was coaching me once explained that our
thoughts and feelings can be like baggage in the overhead com-
partments of an airplane. If the attitude of the aircraft is too steep
either downward or upward, the baggage will end up flying dl
over the compartment. No matter what you do to try to stuff it dl
back in place, you will fail. The only remedy is to find the control
lever that changes the attitude of the aircraft.

Summary—There is no general skill more important to learning
and the achievement of excellence than focus of attention. Like
most skills, focus requires practice and conscious effort. Unlike
most skills, though, it can be practiced during any and every activ-
ity—mental or physical. It dso requires an offense and a defense.
The offense involves making conscious choice about the critical
variables, inner or outer, that need attention. The defense involves
awareness of what distracts our attention. The practice of focus
strengthens the muscles of attention and it aso reveals, sometimes
painfully, what still has the power to distract us. Focus then re-
quires strengthening the muscles of conscious choice (Sdf 2)
while weakening the pulls from our unconscious choices (Self 1).
The next chapter looks at the unconscious attitudes we carry to
work and offers a redefinition of work designed to make it easier
to sustain Self 2 focus for longer periods of time.

The Practice of Focus

Chart of Possible Quter and Inner Critical Variables

Task

Driving a car

Communicating

Physical Work

Mental Work:

Problem Solving  Solving the problem,

Planning

Desired
QOutcome(s)

Getsafely
fromAto B

Give and/or
receive a message,
come to agreement

Accomplishment
of task, learning,
enjoyment

learning, enjoyment

Creating the plan

QOuter Critical
Variables

Speed, space,
position, road,
weather, and car
conditions

The other person's
interest level, clarity,
conciseness, tone,
relevance

Time, your body,
tools, economy of
movement, the task
itself, other people

Time, vision,
information,
specifications,
resources,
alternatives,
consequences, and
the other people
involved

Inner Critical
Variables

Attitude, focus,
distractions,
comfort level
of driver and
passengers

Attitude, focus,
what you are
listening for,
your level of
respect, feeling,
point of view,
assumptions

Attitude, focus,
ease, balance,
stress, boredom,
enjoyment,
purpose

Attitude,
mental safety,
point of view,
assumptions,
desire, doubt,
criteria for
evaluation,
purpose



REDEFINING
WORK

Does Your Definition of "Work" Make a Difference?

Just as "playing in the zone" is possible in sports, so working in a
state of Self 2 focus (or the "flow state") is possible at work. But
there are several steps to take before this state can be sustained for
more than short periods of time. What | discovered in sports was
that a person could maintain Self 2 focus as long as the coach was
there to "hold" the context of nonjudgmental awareness and trust.
While some players were also able to spontaneously re-create the
same space for short periods of time on their own, something
would always come up that would interfere with the magic. Self 1
would regain control, the player's default modes would reemerge,
and it would be back to performance as usual.

Learning to focus and to refocus again and again is the first aid
in decreasing self-interference. But sometimes first aid is not
enough: surgery is necessary. To sustain focus for longer periods of
time requires looking more deeply into the "meaning" or "defin-
ition" given to the activity at hand—whether it is tennis, golf,
music, relationships, or work. Our definitions become the con-
texts in which we do these activities and thus exert great influence
on our thoughts, feelings, attitudes, and actions. Because they are
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usualy derived from the background cultural conversation, they
are often invisible to us. But if they can be seen, they can be
changed. A ssimple change of context can present an entirely new
range of possibilities and, at the same time, exclude an entire range
of interferences.

At work, we carry with us definitions of boss, customer, product,
employee, the company, ownership, goal and fairness. Some of these are
objective redlities, but we all carry subjective interpretations of the
words. In many ways, these definitions determine what we see as
"reality” and thus how we respond to that perceived redlity.

What Definition of "Work"
Do You Bring to Work with You?

Most people define work almost exclusively in terms of the exter-
nal results produced by the work. Building a house is work. Load-
ing a truck is work. Selling a car is work. Running a corporation
is work. Work is about doing, and tends to be defined solely in
terms of the results. Here are some of the most common answers
| get when | ask people what words they associate with "work":

What | must do versus what | want to do.

What | do for pay.

Getting "thejob" done.

Doing what the boss tells me to do.

What | do that's associated with "hard," "chalenging."
Accomplishment.

Obligation, duty.

Responsibility, accountability.

Our definitions are mental constructs, like internal lenses
through which we view reality. Sometimes we can only guess at
what they are through a process of deduction. Sometimes they be-
come known in moments of direct insight.

This chapter is dedicated to examining the definition of
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"work" that we carry with us when we go to work. We are used
to thinking of definitions as meanings of words found in dictio-
naries. We are not so used to thinking that we have a choice in the
definitions we accept and that those definitions can make a differ-
ence. But the meaning we give to "work" becomes the context
and the background conversation for al our actions at work. Let's
look at an example from the world of golf, where the impact of
context is more readily visible.

What will the average golfer say if you ask the question "Is
golf a pressure-filled game?' When | ask, the answer is usually
"Yes, definitely." But then | ask the golfer how he would explain
where this pressure comes from to someone who doesn't know
anything about the game except the rules—to a Martian, for ex-
ample. The Martian says, "l understand golf is a game where you
hit aball until it goes into a hole and you count the number of hits
to get the ball into eighteen different holes. Where is the pres-
sure?"

The golfer explains that hitting the ball into the hole isn't as
easy as it seems. The Martian says, "l understand that, but the rules
of golf say if you don't get the ball in the hole, you simply put a
higher number on your scorecard."

"Exactly," the golfer says. "That's not a good thing. You might
lose your bet to the people you are competing with."

Martian: Do you lose more than you spend to play this game
in the first place?

Golfer: No, not usually. But another thing that happens is that
your handicap goes up.

Martian: And then what happens?

Golfer: It's a matter of pride and self-esteem. If you score
poorly, especially when you are capable of better, your self-esteem
tends to be affected.

Martian: Oh, | didn't read about that in the rules of golf!

Golfer: Well, it isn't written; it'sjust understood by us golfers.

At this point in the discussion, the source of the fear and pres-
sure experienced by the golfer is evident. It comes from a defini-
tion of the game that puts self-esteem on the line. The Martian,
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not having participated in the background cultural conversation
that gave rise to such a definition, saw only the physical difficulties
of the game. He would not have experienced the same fear and
pressure if he had played.

Likewise, if the golfer could recognize that his definition of
golf was merely a definition, an assignment of meaning to the
game that he had accepted from the culture, he would be in a po-
sition to change his definition. He could play a different "game"
while playing golf and in doing so avoid the seeds of fear that were
latent in his former definition.

So is there another way to define work? My own effort in re-
defining work has been to create a definition more in keeping
with Self 2 s inherent nature and capacities.

Redefining Work: An Exercise

There is a simple process for redefining any important word. Start
by asking where you got your current definition. Then you can
evaluate that definition and make any changes. | like to create a
three-column chart for this exercise (see pages 83—=84). In the first
column, | put down memories that contribute to my current def-
inition of the word. In the second column, | put the definition
that came from that source. In the third column, | assess the valid-
ity of my old definition in light of my current purpose and values.
It is important to see that there is no correct "objective" definition
of work. What influences our experience of work is the definition
that we have formed subjectively. Making a conscious choice
about the lens through which we experience work is what redefi-
nition is al about.

What's the Benefit in Making
a Change to the Olc[ Definitionof Work?

When | look over my work redefinition chart, | see the recurrence
of the inner demand to enjoy, learn, and express capabilities
through work. | also see the tendency to feel pressure from the
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outer demands made on me by other people and by society. There
are two competing agendas running throughout my work life: my
own inherent agenda, often unrecognized, and the agenda every-
one else has for me. The latter does not go unrecognized. Its de-
mands are spoken in no uncertain terms by the different people in
my life and in an unspoken way by society itself. When | was
growing up, the voice of "the others" seemed very big and pow-
erful. Sometimes it had my best interests in mind; sometimes it had
its own interests in mind. Resistance seemed possible only in
token measure. Integrity with my self became increasingly diffi-
cult as childhood faded and training and indoctrination, in my
case to "become someone," began in earnest.

| doubt it would have been possible to say to the world, at a
young age, "I am here—so | already am someone. Let me aone.” |
believed that "they" knew what life was about and the way it
should be lived. | aso knew that | did not know. | was dependent
on what my parents and society told me.

So a Sdf 1, which embodied these voices, emerged within me.
It looked for approval and direction from those it was dependent
upon for safety and acceptance. Whether | was alone or with
people, Self 1 was aways there, a judgmental audience ready to
make its criticisms or grant its approval. The goa was to become
someone worthy of respect in the eyes of this audience.

Meanwhile, Sdf 2 was relegated to a background position.
Though less obvious, and unfortunately less heeded by me, its na-
ture was still to find joy in self-discovery and expression. It took
whatever opportunities were given it to live, love, and learn. It was
not until 1 was in my thirties that | came to recognize and again
honor Sdf 2.

The Cornerstones of My New Definition of Work

When my Self 2 was most present, there were an ease and excel-
lence in performance, a self-generated interest in learning, and a nat-
ural enjoyment independent of the results of my work. These
elements existed simultaneously and were mutually supportive.
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Memories
of Work

Contribution to
Definition of Work

Current
Assessment

CHILDHOOD WORK (5-13)

+ Helping Mom bake
cookies and Dad
wash the car.

+ Chores: sweeping
patio, making beds,
washing cars alone.

» Daily homework
assigned at school.
Contests conducted
and grades given.

+ Work is doing some-
thing fun with the
people you love.

* Work is assigned
and done before
play. Regular basis.
Tied to allowance.

+ Work is measured.
Grades are used to
measure achieve-
ment and aptitude.
Work becomes a
competitive activity.

+ A good start.

+ As work becomes a
requirement with
external rewards and
consequences used
as motivators, joy
diminishes.

Introduction to work
as competition opens
door to various forms
of self-interference.
Intrinsic motivation
and joy diminish.

HIGH SCHOOL AND COLLEGE WORK

+ Schoolwork done
under serious pres-
sure to get into a
"good college."

+ Summer job picking
apples. Paid by basket.

* In college decide to split
time into working for
grades and working to
learn. Long-term assign-
ments. Pressure of pre-
paring to "earn a living."

» Work associated with
demanding time lines,
stress, difficulty.

* Physical work tiring but
less stressful. Work =
money = independence.

+ Survival and success
depend on grades.
Working for grades
different from working
to understand.

+ Sense of one's own
agenda replaced by
the agenda of suc-
ceeding in the system.

+ Direct relation between
effort and monetary
reward creates
strong performance
momentum.

Conflict between indi-
vidual's and system's
agenda leaves little
room for enjoyment
of work.
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Memories
of Work

Contribution to
Definition of Work

Current
Assessment

U.S. NAVAL OFFICER

+ Being a line officer on a
guided missile cruiser in
charge of people who
know more than me.

+ Work is being assigned
an area of responsibility
and getting work
done through others:
Command and control.

+ "Command and control"
environment pushed
by fear and pulled by
power. Much of Self 2
potential lost to the
individual and the
organization.

DIRECTOR

OF ADMISSIONS AT A MIDWESTERN COLLEGE

» Designing and produc-
ing an idealistic educa-
tional enterprise

» Work is creating some-
thing from nothing.
Compensation is a by-
product.

+ Work that provides
meaning is a motivator.
Possible to let "the
cause" supersede the
needs of self.

PIVOTAL YEARS 1969-1971

+ Sabbatical club tennis
pro in California. Rein-
vent teaching of tennis.

* Become a student of
“inner" possibilities of
being human

* Work is learning from
experience while help-
ing people.

* The possibility of work
as an expression of
gratitude.

+ What is learned while
working can be of
greater value than the
pay and more enjoyable
than play.

* The opportunity to work
as an expression of
one's love is rewarding.
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+ Coaching, writing books,
lecturing, seminar
design and delivery,
corporate seminars,
conducting a business.

+ Volunteer work.

* The possibility of work
as a meaningful contri-
bution to others while
bringing enjoyment,
learning, and financial
compensation.

+ Work for the joy of
participating in a valued
purpose.

* The choice to accept
work as an opportunity
for making a meaning-
ful contribution while
receiving in return leamn-
ing, satisfaction, and
financial compensation.

* The intrinsic benefits of
work can absolve the
need for financial gain.
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They became the cornerstones of my new definition of work be-
cause they were aligned with Sdlf 2, whose agenda | had decided
to learn to listen to.

In my old definition, work was performance alone. In simplest
terms, work equaled doing. But connected with that definition
were al the Sdlf 1 judgmental meanings attributed to doing some-
thing well: success, failure, competence, incompetence, being bet-
ter than one person, being less good than another.

But learning and enjoyment are still inherent dimensions of
work, even if were not paying attention to them. You are either
growing, evolving, and developing your capabilities or you are
stagnating. In the worst-case scenario, you are "devolving" while
working—becoming less yourself. Regardless of where you hap-
pen to be on the spectrum, the learning component is part of
working.

The same is true with enjoyment. You are feeling something be-
tween agony and ecstasy while you are working. Even if we numb
ourselves to the point of "not feeling anything," it's almost impos-
sible to avoid wanting to feel better. The need to enjoy is univer-
sal. What varies is the degree to which we acknowledge and value
this component of our lives. Too often we believe that enjoyment
is what has to be sacrificed to the goa of excellence. The best per-
formers in dl fields provide much evidence to the contrary. Most
of us also know from personal experience that we perform better
when we are enjoying ourselves.

The Work Triangle-In my seminars, | draw a triangle with the
words performance, learning, and enjoyment at the points. "Do these
three components of work belong in a triangle? Are they interde-
pendent?' | ask.

The answer is usually yes, they are interdependent. Then | ask,
"If the learning side of the triangle were increased, would it affect
performance and enjoyment?' Obviously yes. "Likewise, if enjoy-
ment were greatly decreased, would it have a negative impact on
both learning and performance results?* Again, yes.
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PERFORMANCE

LEARNI NG ENJ OYMENT

"Which of these three aspects of work are most emphasized
by the culture in which you work?' | ask. This question is met
with general laughter, as if too obvious to be asked. "How much
more is performance emphasized than learning and enjoyment?" |
place my pen in the center of the triangle and begin to move it
dowly up toward the performance apex of the triangle.

"Tdl me when to stop.” When | am nearly at the apex, afew
say, "Stop there." There is usually a chorus of objections from the
rest saying, "No, keep on going!" They won't let me stop until the
pen is well outside the boundaries of the triangle.

It is obvious to most people that emphasizing performance
doesn't make it happen. Quite the contrary is true. The three sides
of the work triangle are part of an interdependent system. When
either the learning or the enjoyment side is ignored, performance
will suffer in the long run. When it does, management feels threat-

PERFORMANCE

LEARNI NG ENJ OYMENT
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ened and pushes even harder for performance. Learning and en-
joyment diminish even further. A cycle ensues that prevents per-
formance from ever reaching its potential.

Learning While Working: An Idea Whose Time Has Come-The time
has come to acknowledge learning as a real component of work
and not merely a chance by-product. | doubt that anyone reading
this book has not been told in a thousand different ways, "We are
living in a world of accelerating change. . . . We live in the infor-
mation age. . . . The amount of information available is doubling
every few years. ... As fast as we learn new information and tech-
nologies, they become obsolete. . . . Thisis the era of the Knowl-
edge Worker."

Peter Drucker, author of Post-Capitalist Society and more than
twenty other books, is one of the most influential thinkers about
the history of modern management, its current state, and its fu-
ture. He coined the term knowledge worker in reference to the fact
that knowledge in the head of the worker, more than any other
resource, makes the world economy move. Says Drucker,

Knowledge is different from all other resources. It makes itself con-
stantly obsolete, so that today's advanced knowledge is tomorrow's
ignorance. And the knowledge that matters is subject to rapid and
abrupt shifts—rom pharmacology to genetics in the health care
industry,for example, or from PCs to the Internet in the computer
industry. The productivity of knowledge and knowledge workers
will not be the only competitive factor in the world economy. It is,
however, likely to become the decisive factor.*

The most obvious implication of the "knowledge worker" is
that work is inextricably linked with one's ability to learn. For the
knowledge worker, merely "getting the job done" is a waste of
time unless "know-how" has been increased in the process. The old

* Peter Drucker, Post-Capitalist Society (New York: HarperBusmess, 1994).



88 THE INNER GAME OF WORK

definition of work said you took what you aready knew and used
it to produce results for profit. The new definition says that work is
a process of growing your capabilities while in the process of pro-
ducing results in order to be better able to produce future results.

In the knowledge age, learning as well as performance con-
tributes to bottom-line profit for the individual worker and the
enterprise, as well as to the economic health of the society. In the
recent industrial economy, it may have been true that a company
could succeed by hiring people with the know-how to perform
certain functions. This is becoming less and less true. Only those
companies that have developed the capability to grow capability are
going to succeed.

Enrolling in the Greatest Seminar on Earth-If learning is so critical to
success, where and when is it going to take place? The demands of
modern work alow few hours and limited dollars for training. |
want to recommend a seminar that takes very little extra time and
no extra money. It is, in my opinion, the best seminar ever de-
signed. It's not mine, but I'm a student in it and it is the source of
my most valuable knowledge, skill, and personal development. It is
highly interactive and has incredible 3-D graphics. Best of dl, it is
perfectly designed to teach me exactly what | most need to learn.

This seminar is your everyday life. You've been enrolled in it
since you were born. The part of this seminar that is about work is
going on every minute of every working hour. The quality of this
seminar should not be taken for granted. To design an artificial
seminar of such magnitude and complexity would be a daunting
and unimaginably expensive undertaking. Think of what would
go into designing al the props and events, the infinite variations of
consequences resulting from your individual choices, to say noth-
ing of the valuable interactions with al the other participants in
the seminar. What | like most about this seminar is that it is "mass
customized." A hundred people in the same situation can have a
hundred different learning experiences, perfectly tailored to their
own individual needs.

And what is the price of admission into this seminar? The hu-
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mility and interest to be a student. Y ou must declare yourself to be
a learner during your working hours as well as a doer. After that,
you must pay attention to the teacher—experience itself. Once we
pay those dues, the ball will teach us how to play tennis, the cus-

tomer will teach us how to sdll, the subordinate will teach us how

to manage, the followers will teach us how to lead, and every work

project will teach us how to optimize our work.

This seminar of experience has an open-door policy. You can
enter and exit when you choose. When you enter and pay atten-
tion as a student, the learning process begins. You start from your
present understanding and move at your own pace. But if you get
0 involved in the drama and the trauma of your work that you
forget you are a student, the seminar goes on without you. It waits
patiently for your return, always granting the freedom to be con-
SCiOUS Or unconscious, to pay attention or not. And the variety of
courses to enraoll in is nearly unlimited.

There are many reasons to engage in this seminar. The desire
to learn is as fundamental to our being as the desire to survive and
to enjoy. We are changed by the way in which we work. We de-
velop qualities aswell as skills. Intellectual, emotional, creative, and
intuitive capacities are developed through our work experiences.
Determination, courage, commitment, empathy, imagination, and
a host of communication skills are built. We may not see this learn-

ing happen if we focus only on performance, but in retrospect we
can tell that it has occurred.

Distinguishing Learning from Performance Goals-Most people who
work are used to setting and pursuing performance goals. Once
you enroll in the seminar of your daily work experience, it be-
comes important to make a distinction between a performance
goa and alearning goal. Most workers will give you a blank stare
if you ask what their learning goals are, or they will offer up a per-
formance goa in disguise. For example, "I would like to learn to
make more money" and "l would like to learn to break eighty in

golf" are simply performance goals with the word learning in-
serted.
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How does a learning goal differ from a performance goal? Per-
formance is something you do that brings about an observable
change in the external world. Learning, on the other hand, is a
change that takes place within the learner, although often as a re-
sult of interaction with the external world. Thus a change in un-
derstanding based on new information or on a new interpretation
of old information would be classified as learning. Likewise, the
added know-how to be a more capable communicator, problem
solver, airplane pilot, or leader would all be changes that take place
within the individual and are therefore achievements in learning.
Take alook at the lists below.

Performance Goals
1. Increase salary by ten percent before the end of next year
2. Build a more effective team
3. Increase shareholder value
4. Get abetterjob
5. Finish my report for my boss
6. Create a personal development plan

Learning Goals
1. Double my reading speed
Increase my understanding of market dynamics
Overcome fear of rejection
Eliminate stress
Enhance my listening skills
Develop empathy

o U A wWN

The performance goals may or may not require any change in
capability on the part of the performer. They each describe a sin-
gle external accomplishment. The learning goals, on the other
hand, represent changes in capability. Though their achievement
may have little value in itself until the new capabilities are applied
in the world of performance, each learning goal has the potential
to contribute to the attainment of countless future performance
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goals. The difference in leverage gained between the development
of a capability and the accomplishment of a specific task is largely
underrated in a performance-oriented culture. The building of a
bridge is a wonderful achievement, but gaining the competence to
build a bridge could lead to the construction of many bridges.

Precisely because | earning takes place within the individual, it is
not easy to observe until you see the results of the learning show-
ing up in the world of performance. L earning cannot be measured
in the same way as can performance. And the strategies and tactics
that may be suitable for attaining performance goals may not apply
to learning. This is one of the major reasons why many individual
and organizational learning initiatives fail.

Remember that learning is about the unknown. Learning
goals can be set only according to what you already know about
what you want to learn. But much of what you will learn is mate-
rial that you didn't know you didn't know. How are you going to
set goals about that? Try to be as clear as possible about what you
want to learn and why. Then be prepared to follow your interest
and be open to the unexpected.

The next questions to ask yourself are: Wiere will this learning
take place? What parts of my work experience are best suited to
teach me what | want to learn? It may be your conversations with
clients or co-workers, or your planning process, or a specific task
or project. What will be your method of learning? What questions
or critical variables might you use to focus on your work experi-
ence?

Example: The Salesperson as Learner—Let's take the example of a
salesperson who has been out in the field for two weeks selling his
product and now joins his sales manager and colleagues for a reg-
ular sales meeting. Normally, what questions can you expect from
the sales manager? They will generally focus on performance: the
number of customers called upon, the number of sales closed, rev-
enues compared to goals, recognition for good performance, criti-
cism for poor performance. Strategy, tactics, and plans will be
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revisited, and perhaps the manager will offer some "inspiration” to
motivate maximum effort during the next period of selling.

What if the manager asked what was learned about the cus-
tomers' needs or perspectives, what the competition is up to, or
new ways of handling objections? There are countless questions
that could be asked to gather and share the learning that occurred. If
only one salesperson had been in the learning mode while selling,
there would be interesting answers to these questions—answers
that in fact might have come from conversations with customers
who didn't buy. And these answers might have contributed learn-
ing to the individual, the sales team, and the company that would
result in greater future revenues.

A focus on learning also sends the message that there is "gold
in the hills" in addition to the sales themselves. A good salesperson
delivers learning as well as sales. The irony is that if focus on per-
formance eclipses the learning, performance itself will suffer.

The salesperson as learner not only brings home the sales, but
realizes that what might be learned about customer need, how to
uncover it, how to elicit unspoken objections, how to deal with
customer concerns, fears, and resistances, and how to look at the
situation from the customer's point of view, are al integral and fas-
cinating parts of selling. Such a salesperson becomes a student of
the art of selling while performing the functions of selling. In one
case, he may make a sale but learn nothing. With the next cus-
tomer, he may fail to make the sale but learn a great deal that will
benefit him and his company. Once he realizes this, the game of
selling is changed for him forever.

Let's say Anne redlizes that she has difficulty coping with cus-
tomers who bring up lack of financial resources as an obstacle to
buying her product. In the performance context, whenever this
concern was expressed, she would either get defensive and back
down, or get overly aggressive and cause the customer to back
down. As a student of her work experience, she sets a learning goal
to find more creative responses. Specifically she decides to find
tactful questions that present the customer with realistic conse-
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quences of buying or not buying. Simply by setting this learning
goal, she has changed the way she will respond to her next cus-
tomer. Instead of fearing the moment when the customer brings
up costs, she now welcomes it as the only way to fulfill her learn-
ing goal. As a result, she is not defensive or aggressive. There is a
space in her brain for generating questions that are helpful to the
customer and for coming up with creative solutions to their finan-
cial problems.

Anne has discovered a means of coping with a troubling sit-
uation and has taken real steps to resolve her fear of rejection. As
a result, she has benefited greatly from the very customer situa-
tions that used to frighten her. What she has learned will bene-
fit her personally and professionally. She is in a position now to
share something of value with her co-workers and to learn from
their experiences. Acknowledging the benefits of learning inspires
more of the same. In this way, learning can become contagious
and spread organically through the people in a team or organi-
zation.

Of course, the best salespeople realize this without being told.
But most often they aren't asked to share their learning with the
team. "Just give us the numbers. . . . Thank you very much." The
learning conversation just doesn't happen in the team and would
probably be considered "strange" because it doesn't fit into the es-
tablished definition of work. As a result, individual salespeople may
fail to recognize its importance to themselves, the team, the cus
tomer, and the company.

On the other hand, I've worked with companies whose sales
force embraced learning and enjoyment as well as performance in
their definition of their work, and who met with amazing success
in al three dimensions. Salespeople were encouraged to set spe-
cific learning goals as well as performance goas and were asked to
share what they learned with the entire team. Good questions
were valued as much as good answers. Customers were looked at
as "teachers,” not just potential buyers. A lot was learned about
building lasting relationships with customers—not from "tricks,"
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but by learning from each and every interaction with the cus
tomer.

Setting Learning Goals: QUEST-In thinking about possible |earning
goals, there is one word that | find particularly useful. It's a word
that comes from one of the most basic activities of the learner—to
question. The word is quest. Whereas a question can merely reflect
idle curiosity, a quest is something one pursues in earnest. It im-
plies a great sense of commitment. One may entertain millions of
questions but pursue only a few quests.

Besides being a word that inspires the learner, quest is aso an
acronym for five different kinds of learning goals, each of which
expands one's capabilities in a different way.

Qualities
Understanding
Expertise
Strategic Thinking
Time

Qualities—When managers are asked what qualities they most want
their team members to bring to a given project, they may gen-
erate a list that includes responsibility, integrity, initiative, creativ-
ity, task orientation, persistence, clarity, cooperation, etc. Each of
us has dl of these qualities and more within us as potential-
ities. But we have learned to bring out some of them more than
others. Which qualities would you like to see more of in your-
self? Which would others on your team like to see more of, or
less of ? Learning to access and express any chosen quality or at-
tribute is one kind of learning goal that anyone can set for himself
or herself.

Understanding—Understanding requires more than just informa-
tion. It requires comprehension of al the components of a partic-
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ular subject or system and the relationships among the compo-
nents. You can have a great deal of information about ajob with-
out realy understanding it. | may be able to state the mission
of the company or of a given project, but do | understand that
mission sufficiently to be effective? Ask yourself this question to
establish a meaningful learning quest: Given my current perfor-
mance goals, what, if understood better, would make success eas-
ier or more likely? Such goas might be stated in terms of "Expand
my understanding of . . " (for example, my co-workers, my boss,
the customers, the competition, market dynamics, systems and
processes, finance, obstacles, etc.).

Expertise—Expertise is what | cal know-how or skill. It can be
technical or nontechnical. Ask yourself: What skills could | hone
or develop that would enable me to attain a higher level of perfor-
mance? What skills am | learning that | could apply to my present
or future job? Which of these skills can be learned from experi-
ence on thejob and which need some book or classroom learn-
ing? What skills are already developed and don't require more time
and attention? You could choose to develop certain computer lit-
eracy skills, negotiating skills, communication skills, accounting
skills, technical skills, management or leadership skills, or master a
given body of knowledge. The enhanced expertise, once devel-
oped, becomes available for use in a wide variety of future tasks.

Strategic Thinking-Strategic thinking can be viewed as a quality, a
skill, or an understanding. But it is a distinct kind of thinking. It is
the ability to step back from the trees and see the forest. It is the
ability to lift one's thinking above short-term goals and view long-
range objectives. It is a critical component of work capability—
not just for a few leaders, but for everyone in an organization. Ask
yourself: How strategically am | thinking? Do | have a strategic
perspective, or merely a tactical one? How clear are my priorities
at work? Are my current activities in line with my long-term ob-
jectives? Am | thinking independently enough? Is my work life
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balanced and in harmony with the rest of my life? Is my definition
of work my own? Do | see my job in relation to the other jobs
being done around me? Do | see what it has to do with the over-
al mission of the team or company? Do | think strategically about
my whole life? Setting such a learning goal means not only setting
strategic goals in some area of your work or life, but also develop-
ing the habit and ability of strategic thinking to be used wherever
and whenever needed.

Tine—All work isdonein time and is related to time. Learning this
relationship is critical to successful work. The best strategies and
the best experts have failed because of an inability to come to
terms with this fact. Does your work get done on time? How
aware are you of the time required for completion of the tasks on
your to-do list? Are you feeling constantly pressured by time? Are
you constantly behind your time lines? Do you procrastinate? If
S0, you might consider setting for yourself a learning goal around
the relationship between time, task, and priorities. (See "A Time
Awareness Exercise," page 71.)

A Process for Learning from Experience-The Inner Game approach
to learning is based on the fact that the most valuable learning and
development will take place from your interaction with your work
experience. The most common excuse given for not pursuing
learning at work is "l just don't have the time." But the beauty of
learning from experience is that it is done simultaneously with the
work and therefore requires very little extra time. A little time is
needed for what | call a "learning brief" to set one's learning goal
prior to a given work experience. Then, after the work experi-
ence, a short time for reflection, what | call the "debrief conversa-
tion," takes place. Both conversations can be done alone or with a
coach and need take only a couple of minutes each.

During the learning brief you can get clear on what you want
to learn and where to focus attention. The most important pur-
pose of the brief is to remind you to be alearner during the given
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work experience. The debrief conversation can be used to reflect
on what you observed during the work experience and to allow
for insights, new questions, and possible next steps to emerge.

These quite naturally become a part of your learning brief for the
next work experience.

The Experience Sandwich

Sfa,,

/.TSIU;)

Debrief

Experience

The period of work experience between the brief and the de-
brief can vary from a short task to a long-term project. What is
important is that you are engaged in die learning process while
working, and moving toward |learning objectives that can be used
in future work and, when appropriate, shared with co-workers.
Using this process to learn more from experience is a very practi-
cal application for whatever you hnd valuable in this book. Be-
cause we feel so time pressured, engaging in this process takes a
little discipline. But workers who have developed a habit based on
this process report that the time taken for the learning brief and
debrief conversations amounts to a very small fraction of the time
saved by virtue of what they learn.

The following are examples of learning brief and debrief
worksheets used in Inner Game of Work seminars.
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QUEST: A learning goal or direction you feel motivated to pursue.

THE INNER GAME OF WORK

Use the acronym Q U E S T to help look for your goal:

Benefit: Consider the benefit(s) to you of progress
toward this learning goal.

Q - Qualities
U - Understanding
E : gtxrg?erg‘sce BRIEF U Quest Benefit
thinking Experience: The selected
T - Time Date M Experience activity of your leaming goal
Question: A question of
Date: Enter the dale of the Question interest to you that will focus

experience incident,

Learning Work Space:

Use this space to record notes
about the Tools that you will be
using during the experience.

Learning Tools
Work Space

Critical Variables

your attention.

Critical Variables:
(A) Write the goal of the
activity in the center box.
(B) List five variables
critical to success in the

- activity.
\ (C) Select one critical
T \ — variable as the primary
I focus of your attention
during the activity.

Action/Reminders:
List to-do items relevant
to the experience.

Actions/Reminders

Enjoyment as a Component of the Work Triangle-The quality of a
worker's experience is probably the least-acknowledged result of
work. The common belief is that if it's work, it's not supposed to
be enjoyable. No pain, no gain. In some cases, people assume that
if you do not feel "stressed out" or "burdened,” you aren't work-
ing hard enough or are probably not "pulling your weight." Then
there is the adage "Find ajob that you really enjoy, and you will
never have to work another day of your life" The assumption is
that if you are enjoying what you are doing, it is not work.

There is along-standing Puritan tradition behind this attitude,
and behind that a long-standing feudal tradition of workers being
motivated by fear. The Puritan ethic was rooted in the idea that
worldly success and future salvation were linked. Being successful
was understood as a sign of grace and an indication that one was
among the few chosen for salvation. Success was a result of em-
bracing good Puritan values of hard work, thrift, and sef-
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discipline. Emphasis was on the hardness of work and certainly not
on any joy possible in the act of working. The feudal tradition
embodied the notion that workers could be owned by landlords. In
exchange for work, landlords allowed workers the means of sur-
vival. Both traditions contributed background definitions of work
for the industrial age. But this is al being challenged by the
postindustrial world and by changes in the beliefs and values of
people who work.

The belief that people should enjoy their work—either by
finding the kind of work they like or by finding ways to like the
work they have—is gaining ground in most developed countries.
At the same time, the notion that the worker is merely a means of
production owned by an employer is in retreat. With it is going the
notion that workers owe their work lives to a single employer.
Command and control as the primary means of decision making
is being replaced by systems that allow greater participation in de-
cisions by everyone affected by those decisions. Workers are realiz-
ing that their capabilities and knowledge control the eventual
success of their companies. Most workers in developed countries

QUEST: Write the Learning Goal from the Set-Up workshest

DEBRIEF Quest l

Date: Enter the date

i Experience: The activity
of debrief Experience 1 selected in the Set-Up.
i Question: Copy the question
Question | you used in the Set-Up.
1. Observations: List the items nlmservation: Biecliuns and 2. Reflections and Insights:
that you noticed during the What stands out? Insights A space for your thoughts about

experience. Remember, there are no
“right” or “wrong” answers. The list
of what you observed and what
stands out will form the guide

for your reflections and insights

on the learning experience.

3. Next Question/Variables:
Based on your reflections, what
would be another or more
appropriate question to answer
in your next learning experience?
What are some other variables
you might consider?

u Next Question/

Variables

your observations. Patterns,
insights, and anything you
might have done differently.

4. Actions: List the to-do items
and include as a priority, doing
the Set-Up worksheet for the
next learning experience.
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are in a position to fulfill needs and desires at work that go beyond
the necessities of survival.

That there is a growing measure of freedom for the individual
worker does not mean that each is truly free. Observing thousands
of people walking into various corporate headquarters on Monday
mornings, | cannot say that what | see on their faces are expres-
sions of joy. Many still look as though they are being dragged to
work by ropes.Y et there are others who walk with a determination
that says, "I've got something very important to do, and I'm on my
way." They may look a little grim, but they are motivated. Then
there are a few who don't look as though they're going to "work."
They seem happy to be aive and doing what they are doing. | ap-
preciate this kind of satisfaction when | see it in others and when |
feel it in myself. For lack of a better term, | will simply call this ex-
perience the state of enjoyment. And this is the state in which |
would like to spend as many of my working hours as possible.

The Goal Of Enjoyment at Work-How to approach such a goal? En-
joyment seems to come more as a gift than as a consequence. At
the same time, | have observed the many ways in which | and oth-
ersinterfere with the possibility of enjoying ourselves while work-
ing. One way to approach the goal of enjoyment at work is to get
rid of as much of that interference as possible. Another approach is
the realization that enjoyment is inherently preferable to misery.
The child does not have to be taught how to enjoy. It comes nat-
urally. Perhaps we have been taught how not to enjoy, and there-
fore we have to unlearn it. This is a fascinating challenge.

Let's start by recognizing that we really have no choice about
feeling something while working. How we feel when working is
an inescapable part of working, no matter how hard we might try
to ignore it. We are somewhere between misery and ecstasy while
working. The questions that matter are: Where are we on that
continuum, in which direction are we moving, and does it really
matter to us?

| invite you to complete the following self-assessment. It in-
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volves rating your work life on a one-to-ten scae, where ten
equals the most enjoyment you have ever had while working and
one the least. (Note: If you don't relate to the word enjoyment, use
whatever represents the way you like to feel while working.)

State of Being While Percent of Your Work
Working Time Spent in This State

Enjoyment  (8-10)

In Between  (4-7)
Misery (1-3)

The next step is to ask yourself two questions: (1) "What con-
tributes to my enjoyment while working?' (2) "What contributes
to my misery while working?' Here is a small sampling of answers
to these questions given by people taking Inner Game of Work
seminars.

On what contributes to enjoyment:

"When my heart isin it."

"When I'm doing something for someone | want to please."

"When I'm getting along with my co-workers."

"When the entire team is working together for a common
purpose.”

"When | know that what | am doing is making a valued con-
tribution."”

"When | am acting out of choice, not pressure."

"When | like the work | am doing."

On what contributes to misery:

"When | am in conflict with co-workers."

"When my workload is beyond my capabilities.”
"When there is insufficient time to do a quality job."
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"When asked to make changes for no apparent reason.”

"When the work is routine and there is nothing to be
learned."”

"When | feel everything | do is being evaluated by myself
and/or others."

"When | feel disrespected by myself and/or others."

"When | lose control of direction and am just putting out
fires."

"When I've overcommitted my time."

"When I'm too emotionally attached to the results.”

"When I'm not trusted.”

As | look at this list, 1 see one underlying critical variable to
enjoyment at work: The worker's relationship with himself. To the
extent | value myself, my time, and my life, | will not dlow myself
to work in a state of stress or misery. Enjoyment of every moment
becomes an important priority wherever | am. | have to ignore the
indoctrination that told me this was selfish. Experience has shown
me time and again that it was only when | was enjoying myself
that | did my best work and could make my best contribution to
others.

The first step toward improving the quality of one's enjoyment
at work is to simply become more aware of it as it is. | have asked
golfers, a group notorious for their commitment to performance
results, to keep score of their level of enjoyment while playing. At
each hole, they mark the number of strokes taken and a score of
one to five for their level of enjoyment. At first, there tends to be
a strict inverse relationship between the number of strokes and the
level of enjoyment. They enjoy it more when they play well,
they've explained matter-of-factly. However, as they become more
aware of enjoyment as something worth having on its own, they
realize it is possible to obtain whether they're playing well or not.
Without any effort on their part, golfers find that the time they in-
dulge in misery after a poor shot decreases, and that the enjoyment
of the walk or ride between shots increases.

The same is true at work. Many times we try to ignore how
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we feel while working. We ignore it because we don't see how it
contributes to excellence and we may not think it's important.

The chart on page 101 can be used as a daily practice of awareness
of enjoyment. The critical variable is to be aware of how you are
honestly feeling during any segment of your work experience.

Then, whenever you want, you can reflect on what contributed to

the enjoyment or lack thereof. Give simple awareness a chance be-
fore rushing in and trying to "fix" the situation.You might be sur-

prised to find the extent to which awareness itself is curative.

A Sales Team That Decided to Make Enjoyment a Priority-One sales
manager | know believed so strongly in the value of balancing the
work triangle that he took what | considered a rather extreme
measure. His team had the worst results of any team in the com-
pany for the previous six months. He had done everything in his
power to try to improve performance results and he constantly
talked about increasing revenues. But he figured that he had little
to lose in trying to rebalance the triangle. He announced that for
the following quarter, he was suspending al sales quotas! He let
the sales team know they were to continue selling, but that they
would not be held accountable for reaching any specified levels of
revenues. What he expected them to do was to learn how to have
fun selling. He asked his salespeople to rate their current enjoy-
ment levels on a scale of one to ten and to set any goals they
wanted to improve their "enjoyment” scores.

During subsequent sales meetings, they discussed what they
had done to bring more enjoyment to their work as salespeople.
Most became much more aware of what interfered with their en-
joyment. For some, it was fear of failure. For others, it was follow-
ing rote procedures. Others discovered that they were working
themselves to the point of exhaustion. Performance results were
not even discussed, just submitted on short reports.

To the great surprise of the sales team as well as their manager,
by the end of the quarter, the team was leading all others in the
company in sales results! When they reviewed the experience of
their best quarter ever, they were amazed at what they found. On
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the whole, their team had spent 25 percent less time with cus-
tomers, yet had seen the same number of total customers. They
had spent 30 percent less time planning their presentations and 30
percent less time on paperwork. But the conclusion was that the
real benefit had come from the quality of the relationship with the
customer. They were more relaxed with the customer and vice
versa. Customers seemed to be more open about their problems
and needs and more responsive to the team members' recommen-
dations. Each salesperson knew that he was getting more sales, but
thought it was a fluke until he found that the total revenues of the
team had increased by 40 percent for the quarter.

None of the specific elements of this example should be taken
as a prescription. But the general notion that quality of enjoyment
is linked with quality of learning, which in turn is linked with lev-
els of performance, is worth pondering.

Increasing enjoyment at work is not aways easy. Many things
happen that are frustrating. Many things aren't in our control.
Problems come in an unending stream. People we relied upon can
let us down. Worst of al, we can let ourselves and others down.
Money can be lost. The market can tumble. We can be laid off. We
can make mistakes. Our bosses can be creeps. Our team leaders
can be incompetent. Bureaucracy can get in the way of our effec-
tiveness. The list of things that can prevent us from enjoying our
work is endless and, for the most part, inevitable.

Yet there are those who enjoy working. The key is that they
enjoy themselves while working. They make a distinction between
themselves and the results of their work. This distinction brings a
detachment that allows for enjoyment independent of circum-
stances. Maintaining this distinction takes conscious effort, but it is
worth it. The alternative is that your enjoyment will always be de-
pendent on whether or not things happen to be going your way.

Finding Your balance inthe Work Triangle

The relationship between performance, learning, and enjoyment
should not be static. It's like riding a bicycle. You have to do more
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than pedal. You have to steer as well. You have to keep your bal-
ance. And you can't really be told how to do al this. Furthermore,
there is no way to define the correct proportion of the variables
for riding a bike, just as there is no "correct" proportion for the
three elements for work. The key is maintaining a dynamic but
balanced relationship, allowing yourself and the work situation to
determine the emphasis.

Sdf 2 naturally shifts and balances priorities according to the
situation. If you are going on vacation, enjoyment takes the lead,
yet hopefully some learning will occur, and you have to pay
enough attention to performance that the packing gets done and
travel arrangements are made. If you are reading a book, taking a
course, or pausing for reflection, learning will naturally take the
lead, but hopefully there is some enjoyment in the process and
performance goals are being appropriately served.

Throughout any workday, the priorities shift naturally with
the situation. There are critical moments in any work situation
that call for emphasis on performance. Perhaps little else in those
moments is important. But after that critical situation has passed, it
is time to stop the performance momentum in order to reflect and
to learn. The important thing is to find and maintain a balance
that works for you.

How Is the Return on Investment of Your Work Time?-Lookmg at
work from the point of view of Self 2 can bring a new perspective
to the work experience. When the value of your work is measured
solely in terms of what you get for your performance, you can eas-
ily feel shortchanged. The amount you earn for your labors, after
taxes and bills, may not equal what you think your time is worth.
It is easy to feel ripped off or exploited. But before you decide to
seek alternate work, make sure you have evaluated the total ROI
(return on investment) of your work time.

The work triangle shows that from Sdf 2's perspective, the
compensation package for work comes in three forms. Besides the
compensations for performance itself, it includes the benefits from
learning as well as the rewards of enjoyment. | give my effort and
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| give my time, alimited and most precious resource. | bring with
me the potential | inherited at birth and have developed since. If
my capabilities grow, | have even more to give tomorrow, and thus
potentially more to earn. | am getting paid to produce, but if | am
learning while working, | am increasing my economic potential. |
have been paid, not just by the employer, but by Self 2, by the level
of enjoyment | am earning.

Every day | have given some of myself and have collected
these three forms of payment. What | want to make sure is that the
balance is positive. Is it possible to give more than you get? It is
possible and in fact very common for a worker to be on the losing
end of his return on work. But beware that it's not your own Self 1
ripping you off. You can always quit ajob that you don't like and
try to find another. But that won't necessarily get rid of your over-
controlling Self 1 boss. The only way | know to do that is to allow
more and more Self 2 in and be willing to give up some of the
Sdf 1 demands for approval, recognition, and ego gratification.

Sdf 2, on the other hand, gives where there is good return.
Take the example of Mother Teresa, who received very little ma-
terial compensation for a great deal of hard work. When told by
one visitor, "I wouldn't do this for al the money in the world,"
Mother Teresa reportedly nodded and said, "Neither would I."

We don't have to be saints to shift the balance of payments
from Sdf 1 to Sef 2. Itjust takes a commitment to oneself. | want
to learn, | want to enjoy, and | want to be productive. | want to re-
member why | am working and whom | am really working for.
When a few individuals make the commitment to their own
learning and enjoyment, they serve as catalysts for others by the
qualities they express while doing their work. Those who accept
such a challenge may accomplish much more as a result of their
work than the performance results they are compensated for.

6
FROM

CONFORMITY
10
MOBILITY

| he pursuit of working free is not the pursuit of freedom from re-

sponsibility or from the demands of bosses, companies, or cus
tomers. It is about choosing to work in a way that is truly
responsible to yourself—a way that is in sync with your own
choices, values, and concerns. A redefinition of work, being only a
mental model, cannot in itself make this possibility real.

The patterns of Self 1 conditioning that conceal the aspira-
tions of Self 2 are strong and permeate most work environments.
Norms and definitions have been formed over many years and
they limit the possibilities we can see for ourselves. The pressures
to conform to external norms and models—to do and think as we
have done and thought in the past—distract from our internal
compasses and thus from thinking independently. We live and
work in groups and we find it difficult not to think like the group.

There is an ancient tension between the living "fire" within an
individual and the "forms" forced on him by the society in which
he lives. Conformity is the word | use when the individual gives
priority to the external form over the internal fire. Finding satis-
faction at work becomes increasingly improbable as an individual
or culture allows conformity to quench our inherent fire.

Conformity can be attractive and it has its own compensa-
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tions. It offers a kind of safety based on the appearance of being,
doing, and thinking like others. It offers convenient ways to blend
in socialy. In superficial matters, conformity may cause no harm.
But when one bases life decisions on external voices at the ex-
pense of listening to one's inner self, something of the greatest
value can be lost.

Many who know the cost of conformity rebel against it to
protect their integrity as individuals. But rebelling against some-
thing has never provided the kind of freedom that satisfies. For
that, one must learn to listen to the promptings of one's deepest
and most authentic self. 1 have learned to welcome the urging of
Sdf 2 as it pushes through the rigidities of my borrowed thinking.
It is this urge that shows me I'm still alive and kicking, even if I'm
not yet totally free. When | recognize and honor this urge, it be-
comes stronger and stronger. It is the harbinger of someday flying
free.

The conflict between the massive forces of society and the in-
herent needs of the individual hardly seems to be a fair contest.
On the one hand, we have a faint impulse from within asking that
we heed it. On the other hand, we have the pervasive models of
conformity surrounding us, suggesting that we adapt ourselves to
them. Hundreds of magazines show us how we should look and
dress. On TV and in movies, we are offered countless models for
how to think and behave. Norms are set and norms are followed
without thinking whether they are in our best interests. Those
who can't or won't follow the accepted norms are made to believe
they are wrong. They are treated as failures, in need of correction.
Those who follow the norms and succeed become our heroes and
model setters. There's so much external pressure and such a smal
voice within. Outside seems s0 big and inside seems so small.

But inside has one big advantage—it is always there. Wherever
you go, Self 2 will speak to you if only you learn how to listen.
Another advantage is that Self 2 is biased toward enjoyment. We
like feeling good. And we are biased toward living together har-
moniously. Because of this inherent bias, we respond to the beauty
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of a sunset, enjoy the taste of good food, like to love and respect
others, want freedom and integrity, and have an urge to under-
stand what is important to us. Having DNA on your side is no
small advantage in this contest between the fire and the form. But
it is dtill a formidable contest and it takes considerable courage as
well as wisdom to win.

Redefining work as performance, learning, and enjoyment in
keeping with Self 2 s innate desires is a giant step toward working
free. The next step is to attempt to understand why conformity is
so attractive to us and how it affects our ability to work free. The
word | find most helpful in discussing this concept is mobility. It
connotes not a specific destination but the ability to move in any
desired direction without self-constraint. Mobility is the quest for
movement driven by the free human response to one's own deep-
est inner urgmgs. Keeping this possibility in mind, let us take a
brief look at the alternative—a sense of being and action in con-
formity to external pressures, rewards, and punishments.

An Initial Attempt to Break the Bonds of Conformity

Until | was in college, | saw little alternative to conformity. The
prevailing norms and definitions of success were so pervasive, they
were invisible to me. It wasn't until my second year at Harvard that
| took a course that woke me up and helped me realize that | was
more a product of my conditioning than | thought. The occasion
for this minibreakthrough occurred during a course called Natural
Science 114: The Science of Human Behavior, offered by Profes-
sor B. F. Skinner, then on his way to being proclaimed the father of
behaviorism.

I had chosen the class out of an interest in learning more about
myself and how human beings "worked." On the first day of class,
after scanning the audience for some time, Professor Skinner said,
"I am alittle alarmed that there are not more Radcliffe students in
the audience. . . " As he paused, | wondered what he could possi-
bly have meant. "This course is going to give you Harvard guys an
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unfair advantage over them.” According to Professor Skinner, this
"unfair advantage” was not merely an educational one, but an
"advantage" in getting our way in the age-old "battle of the
sexes." He certainly had my attention as he went on to explain that
the class was about learning how to understand and control
human behavior. Professor Skinner seemed to be saying this not
just to motivate his students, but to express his utter belief in his
methods and his serious concern about giving undue advantage to
themen.

There were only two texts to read for the class, both written
by Skinner: The Science of Human Behavior and Walden Two. The
first presented the theory that human behavior could be con-
trolled by positive reinforcement of desired behaviors. The course
description in the Harvard catalogue read, "Emphasis upon the
practical prediction and control of behavior and upon the implica-
tions of a science of behavior in human affairs.” The second was a
novel based on a "utopian society” established on Skinner's prin-
ciples of "human engineering." Skinner's theory was quite simple.
Behavior of al animals, human animals included, is the result of
responses to various negative and positive stimuli in the environ-
ment. Those behaviors that result in positive reinforcement tend
to be repeated while those that result in negative reinforcement
tend to be avoided. You can't really know scientifically what hap-
pens "inside" the subject's mind because you can't observe it, but
you don't need to. All you need to do is to control the reinforcers
and you can thereby control the resulting behaviors.

Professor Skinner demonstrated his methods in the laboratory
with his famous "Skinner box," a cage wrapped in gauze, with a
pigeon in it. He asked, "What do you want me to have the pigeon
do?' Someone called out, "Have itjump in counterclockwise cir-
cles on its left foot." | thought it was an unfair request and would
be impossible, but Skinner didn't flinch. He just got to work on
controlling the pigeon's behavior—in the same way, as he would
later explain, that the more complicated human being's behavior
could be controlled.

The Skinner box was fitted with a food trough that would
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make food available to the pigeon whenever Skinner clicked the
appropriate button on his remote. His remote aso controlled the
light in the cage and the ringing of a bell. The pigeon, which |
gathered was quite hungry at the time, was strutting around the
cage exhibiting normal pigeon behaviors. Skinner was watching
intently. The moment he saw the pigeon do a distinctly leftward
movement, he would click the buttons on his remote, the light
would go on, the bell would sound, and the food trough would
open. The pigeon would peck at a little food before the trough
was closed again. The bird then resumed random pigeon behavior
until Skinner noticed another element of the desired end behav-
ior. The process went on: light, bell, food, and an increasingly
greater number of counterclockwise movements on the part of
the pigeon.

After about half an hour, the pigeon was definitely favoring its
left foot and turning more to the left than to the right. Still, | was
thinking, at this rate of learning, there was no way the pigeon was
going to bejumping in counterclockwise circles on its left foot by
the end of the lab. It aso occurred to me that there was a fair ex-
change going on between Skinner and the pigeon. "Is Skinner
training the pigeon to jump, or is the pigeon training Skinner to
feed it?' | wondered. But soon Professor Skinner made a small but
significant change in his methodology that accelerated the process
considerably.

He pushed the buttons that triggered the light and the bell, but
not the food! Now Skinner didn't have to wait for the pigeon to
go to the trough and eat. He explained, "At the beginning of the
period, the light and bell were 'neutral’ stimuli for the pigeon.
They were neither negatively nor positively charged as reinforcers
of behavior. They were neither rewards nor punishments. But after
being associated with the food, the light and bell themselves be-
came positively charged and could be used as positive reinforcers
of behavior." This was the moment of truth about who was train-
ing whom. The pigeon received no actual nourishment for its ef-
forts, making it clear to the observers who was really in control.

To me, the implications of the Skinner demonstration were
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chilling. To what extent were my behaviors and my choices the re-
sult of conditioning from my environment? Who or what had its
hand on the remote? Whose agenda was | living? And if human
behavior was conditioned by reinforcers that were merely associ-
ated with real needs, then what were the "lights and bells" that had
mejumping in "counterclockwise circles' at Harvard? Could my
general sense of dissatisfaction at that age have come from the fact
that 1 wasn't getting enough real food?

| thought about applause at the end of a victorious tennis
match in a grandstand court. The applause was merely a sound,
just like a bell, yet what would | do for that sound? Of course, the
sound was associated with "recognition” and "approval,” but was
this real food or another association?

| thought of al the "jumping" | did in class to get an A. A lit-
tle mark on a piece of paper—a mere symbol. Did it really mean
anything? How important was it to me? What were others making
of it and why? | was getting close to issues that | felt | "shouldn't"
be questioning. If earning A's and winning tennis matches no
longer seemed worthy of pursuit, my entire system of motivation
and meaning would be vulnerable to breaking down. If society's
definition of success wasn't any more than social conditioning to
reinforce culturally desired behaviors, then what was real?

For a moment, | glimpsed the conformity that was surround-
ing me. But | wasn't confident enough in myself at the time to put
the conditioning aside. | could see no alternative to success as the
system defined it. After al, | had gone to Harvard because | was
told it was the best. "If | go to the best school and succeed there, |
will be the best" was the logic of this pigeon. So | continued
jumping and jumping until exhaustion took me to the verge of
failure. And it was the prospect of utter failure that gave me the
opportunity to glimpse an "exit" from my Ivy League "Skinner
box."

Tiredness and procrastination had put me behind in my course
work. Faced with the impossibility of catching up, | became so
stressed that | had a hard time concentrating when | sat down to
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study. My eyes would pass over the page, but there was little or no
focus. An exam was coming up in a political science course for
which | had done almost none of the reading. | didn't think it was
possible to get enough reading done to pass the exam, even if |
had been functioning well. However, true to form, | decided to
"pull myselt up by my bootstraps’ and give it an all-out effort.
Three days before the exam, | took a full book bag of unread vol-
umes to the library, saying that 1 would study the books for six
hours straight whether or not | could concentrate well enough to
understand their contents. The course | was studying for was
called Government 180: Principles of International Palitics; it was
taught by a professor named Henry Kissinger.

| started by reading very dowly, word by word, and at the end
of the first page, asked myself if | had understood anything. The
answer was no. | could not recall anything | had read. Trying to
read fast was no better. The stress | was feeling made it impossible
to focus, and the more | realized that | wasn't comprehending, the
more stress | felt. The more stress, the less concentration. A vicious
cycle was happening. Regardless, | honored my decision and per-
sisted for the full six hours. By the end of it, my eyes had passed
over many pages, but, asfar as | could tell, nothing had sunk in.

I collected my books, put them in my book bag, and walked
down the stairs of the library toward the street. As | descended the
stairs, a voice in my head said convincingly, "There's no way you
can pass this exam." | accepted this statement as fact. As | was
opening the door to exit Lament Library, the voice said, in the
same convincing tone, "If you can no longer read, you won't only
flunk this exam, you will flunk out of Harvard." As the library
door was swinging closed, | also accepted that statement as fact. At
the instant the door clanged shut, it seemed that any possibility of
success had closed behind me. As | stepped out onto M assachusetts
Avenue, | had fully accepted that | had flunked out of Harvard.
Though such a thought had never been imaginable to me, it was
now an accepted fact.

The jig was up. | was out of college, and since that was my
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only claim to success, | had flunked out of "success" itself. I, who
until that time never alowed myself to flunk a single exam
throughout my school years, had become, in an instant, a self-
proclaimed total failure!

What happened next is difficult to relate. | was walking down
Massachusetts Avenue as a failed student with nowhere to go. |
could not think of going home and facing my family and friends,
and | could not stay in college. | was at the end of one world with-
out being able to see the next. Yet from somewhere deep within
came the ability to accept this unimaginable fate. The only ques-
tion that came to mind was ssimply "Now what?"

It was dusk, and on the street | saw a beggar whose legs had
both been amputated at the thigh. He was sitting on a blanket on
the sidewak selling pencils. | had passed by him before and each
time | would feel uncomfortable, caught in conflict about whether
or not to buy a pencil. Now all such thoughts were gone. | looked
at him and saw a fellow human being, no different from myself. |
felt connected, equal in dignity, as one human being to another. |
remember thinking, "I'm not looking up or down at this per-
son—I'm looking straight across." It felt good to feel that | be-
longed to the human race.

Perhaps | had been looking for this feeling of connectedness
for a long time—but had neglected it in my headlong pursuit of
grades. | had associated A's with self-worth. Ironically, this taste of
the "rea food" | needed came when the external evidence of my
worthiness had disappeared. | walked down the street, a new per-
son. | looked at people differently. Instead of wanting to compare
myself to them, | wanted to get to know them. With the door to
"success' closed, stress was gone and | was simply glad to be alive,
without any idea of what this life was about.

For a few hours, | lived life differently; | was out of my Skin-
ner box, a free pigeon. A failed pigeon, but a greatly relieved one.
Though nothing particularly eventful happened, | was looking out
at life from a different perspective. Each moment seemed fresh and
interesting. | felt no fear of talking with strangers and on subjects
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that hadn't previously interested me. | felt neither high nor low. |
was neutral and very much in the present and was thinking clearly.
I had been relieved of a terrible burden | had been carrying
around without knowing it.

I awoke the next morning feeling very good and free of the
normal stress. Then the same simple question occurred to me:
"What now?" To continue going to classes was as good an option
as any. But it seemed an option, not a must. Although | can't say |
walked across HarvardYard with an overwhelming enthusiasm to
learn, the normal feeling of compulsion of "having to go to class'
was gone. | was going to class freely. When | sat down and began
listening to the same professors speaking about the same subjects, |
was somewhat surprised that | was enjoying listening to them and
found at least some of what they were saying interesting. What was
gone was the constant internal assessments about whether | was
understanding the material or would remember it during exams. |
was even more surprised to find that when | sat down to read the
book for Professor Kissinger's course on international politics, |
got interested in the very text that | couldn't get through the day
before. For the first time in weeks, | could read with comprehen-
sion and without worrying. And even though by final exam time
the next day, | had done only half of the assigned reading, | did not
feel stressed. | wrote essays based on what | knew and didn't sweat
the rest.

By the following week, when my exam was returned with a
C, | was confident again that | could function and get through my
college work. Gradually, | returned to my normal academic study
schedule and was able to focus, better than ever before. My grades
were moving from B's to A's. As they did, | can't say that | didn't
begin to lose some of that original sense of freedom. A's and the
success they promised began to look good to me and, by imper-
ceptible degrees, | soon found myself seduced again into jumping
to the lights and the bells of the academic system.

| found that working free was not so easily maintained in that
academic environment and that | hadn't quite made it "out of the
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box" for good. But | had felt the urge to be free and tasted the
possibility of freedom and | would never entirely forget it. From
that time on | knew the truth of the adage "We may need to live
in a crowd, but we don't have to live like one."

I know that most people have felt this urge to be free even in
the midst of adult responsibilities. It's not that we really want to be
freefrom our responsibilities but to be free while acquitting our re-
sponsibilities. It's when our responsibilities are mostly driven by
external pressures that we find ourselves dancing to the bells and
lights of conformity and we lose touch with the urge to be free. As
we do, it becomes harder to distinguish our real needs from merely
symbolic ones.

What does it take to snap a person out of such a trance? Un-
fortunately, sometimes it takes a crisis or a tragedy. Sometimes it
takes the failure of our dreams. Sometimes it takes exhaustion or
illness. | look with admiration at Christopher Reeve, who says that
he has known greater happiness as a quadriplegic, simply being
alive, than he knew by being " Superman” to millions. What could
those who are till trying to become supermen and superwomen
in the eyes of others learn from his example?

If we could break out of the box of conditioned thinking,
what would be left? What would be our true ambitions? What
would be our own desire, and what dreams would that desire en-
vision? How much would they differ from our present dreams?
Where would we want to go and how would we want to get
there?

To answer these questions, we first must delve deeper into the
nature of Self 1 and Self 2.

Clarifying the Distinction
BetweenjSeirUnd Self 2

How can the distinction between Sdf 1 and Self 2 be sharpened?
| have called Sdf 1 an invented saf or a mental construct, while
Sdf 2 is the saf we were born with, the created salf. Since al of us
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were given the capacity to think, thinking is aso a part of Self 2.
But the concepts that we form by our thinking are separate and
distinct from the self that conceives them.

These concepts, whether invented by ourselves or the result of
external conditioning, influence us greatly. For example, if | iden-
tify with a concept such as "l am not good enough,” | will proba-
bly start looking at my feelings and behaviors through the lens of
that concept. | will also interpret how others view me through
that same lens. And | will no doubt be able to find ample "evi-
dence" to support my basic negative self-image. The negative con-
cept is now fortified and will be used to find more supportive
evidence. It is a self-fulfilling prophesy.

Realizing the power of negative self-concepts, some people
try to reverse the process by affirming positive self-concepts. But
the concept "I'm the greatest” is still merely a concept. Whereas a
positive self-concept may produce more positive behaviors, | have
never been satisfied with merely changing negative programming
to positive. Although it is true that our thoughts about ourselves
might be as reprogrammable as software in a computer, do | really
want to see myself as a computer obeying its programming? For
me, the important thing to acknowledge is that my self-concepts,
whether negative or positive, accurate or inaccurate, are only men-
tal constructs—they are only made of thought and they are not
me. | am something else.

What | really am precedes any thoughts | may have about my-
sdf. It is this sdf that interests me, from its infancy through al
stages of its natural development. When | acknowledge this self, |
can give it credit for every quality, feeling, thought, urge, and be-
havior that is truly genuine and excellent. | have no trouble ac-
knowledging the magnificence, kindness, and power of whatever
created such beings. At those times, Self 1 doesn't hold much sway.
| am content to be myself and have nothing to prove to myself or
anyone €else.

Of course, this self can be obstructed and distorted by my self-
concepts, resulting in behaviors that are anything but genuine or
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excellent. When these distortions can be distinguished from Self 2,
they can become part of the rich tapestry of our existence. It is
then possible to find even more appreciation for the existence and
qualities of Sdf 2.

There is no question that Self 2, in the process of its growth
toward independence, is very vulnerable to a wide range of harm-
ful and limiting misconceptions about ourselves. We al grow up in
a community, whether large or small, and are easily influenced by
the prevailing thinking of that community. Beliefs, values, and
concepts are passed along to the new arrivals quite efficiently and
quickly become part of our Sdf 1's "software." As we try to un-
derstand who we are and how we are viewed by others, our per-
ceptions can be quite unstable and seemingly random. One day we
see ourselves as accomplished, respected, and loved. Then, failing
at atask or noticing that someone doesn't appreciate us, we shift to
see ourselves as worthless beings, void of virtue or capability.

As our Sdf 2 evolves toward independence and increased
awareness, it can learn to distinguish the conditioned software
from its inherent nature and make choices about what to accept
and what to reject. It is by exercising this capacity to make distinc-
tions that we can rid ourselves of the distortions that inhibit our
growth.

My passion for this subject comes in part from the fact that |
have experienced some of the worst that Self 1 has to offer and
have been fortunate enough to recognize and respect the best of
Sef 2. For me it is not the philosophical distinction between the
two that is important, but the ability to know the difference. When
I can connect with Sdlf 2 through feeling, | can truly acknowledge
it. I need to be aware of Self 2 within me. Then | can truly begin
the process of self-discovery and the contrast with the merely con-
ceptual self becomes stark. Although some combination of both
selves will always be present in whatever | am doing, the point of
the Inner Game is to learn to give full expression to Self 2 with a
minimum of self-interference.

Finaly, there is one aspect of Self 2 that did not have a great
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deal of emphasis in the Inner Game books on sports. It is the part
of Sdf 2 that is capable of conscious and purposeful thought.
While Sdf 2 was aways given the credit for performance at our
best, active thinking was not an important requirement for hitting
a golf or tennis ball. In fact, in sports, performance seemed to be at
its best when the thinking mind was still. But at work most of us
need to think. Not only do we need to think about what we are
doing, we need to think about why.

The capacity of Sdf 2 to be conscious—to create or recognize
meaning, and to perform purposeful action is one of its most
human attributes. Two people can be playing the same game of
tennis but only one of them may know why. In the same way, two
people can have the same job while only one of them is clear
about the purpose of thatjob or why he or she should make an ef-
fort to do it well. The next segment of this chapter highlights the
power of conscious thought and purposeful action at work.

EF-An Executive Friend

Over the past twenty years, | have engaged in ongoing conversa-
tions with many executives on the subject of optimal performance
and developing people's capabilities in the workplace. Of all of
these, there is one series of conversations that stands out as unique.
The conversations were with a person | will simply refer to as "my
executive friend." He is perhaps the most successful executive |
know, not because of the position he holds, but because of his re-
markable ability to execute his goals and dreams. In the course of
many conversations with him, | learned a great deal regarding the
growth and development of people at work. Over twenty-plus
years, he has become a valued and most respected friend. Out of
my respect for his privacy and the informal nature of our conver-
sations, | will refer to him hereafter as EF.

Many of my conversations with EF took place while we
played tennis. Without playing for points, we would hit balls back
and forth, talking as we did so. Whenever the conversation re-
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quired more focus, we would take a breather and finish the dia-
logue standing at the net. EF's declared motivation for playing ten-
nis was the benefit of physical exercise, while mine was the
extraordinary learning that took place from our interaction.

It is difficult to describe the impact these conversations have
had on me. EF's remarks were full of common sense. They were
simple and profound at the same time. Sometimes they were so
simple that it was only out of my respect for his remarkable per-
sonal and professional success that | would take them to heart. |
would go home after playing tennis and think about what he said.
Sometimes it would be quite a while before | saw both philosoph-
ical and practical significance in what he said. EF does not con-
sider himself a philosopher. As a practical man, he is interested in
theoretical ideas insofar as they might help him accomplish his
godls.

EF travels a great deal and his perspectives are drawn from a
wide range of international experiences that encompass many cul-
tures, yet seem to transcend them al. He is aways more interested
in what human beings have in common than in how they differ.

We spoke about the management styles of the West and the
East, their mutual strengths and weaknesses, and about learning
and communication within organizations. We spoke about the im-
portance of individuals thinking for themselves and about how
easily the integrity of the individual can be compromised by pres-
sure from the agendas of the group or society that that individual
is a part of. And in nearly all of our conversations, we discussed
what it meant to succeed as a human being.

One day, after a particularly strenuous hour of tennis with rel-
atively little talk, EF handed me a single sheet of paper he had
printed from his PC, saying, "Here's a breakthrough in what we've
been talking about. I'll be interested in what you think about it." |
took the page home with great anticipation.

"Mobility"—The page had a one-word title: Mobility. It contained
only afew hundred words of text with a simple graphic—a picture
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of the daVinci universal man, legs and arms outstretched, with ar-
rows indicating the capacity to move in al directions.

Like daVinci, my executive friend is a genius in his field as
well as a versdtile learner in many others. Both give evidence of
thinking that appreciates the appearances of things, but finds
greater fascination with their deep underlying structures.

EF's text started with a simple introduction:

Here are some of thefactors that can move people toward their desired goals
or stop themfrom ever reaching them.

Next, there was a definition:
Mobility. The capability to move or be moved.
Then an elaboration on the definition:

Applied to us, it means the ability to move or adapt, change or be changed.
It also means the ability to reach one's objectives in a fulfilling manner—
to reach goals at the right time and in a way wefeel good about. Therefore,
mobility is not only change but fulfillment and harmony with one's
progress.

Sitting at home, | wondered, "What did EF really mean by mo-
bility?" At first, | took it simply to mean flexibility and timeliness
in the accomplishment of one's goals. But "to reach desired objec-
tives in a fulfilling manner" meant that both work objectives and
personal objectives were to be met at the same time. This was a
simple notion, but one with significant and profound implications.
Clearly, EF saw that personal fulfillment was possible at work, but
also understood that it was quite rare. The more common notion
is that individual fulfillment is a consequence of the accomplish-
ment of objectives. Mobility, in this new definition, means that
both the destination and thejourney can and should be fulfilling.

EF's next paragraph was about change and awareness. These
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were subjects we had often discussed in relation to personal
changes as well as to macro changes at the organizational level. EF
was most interested in those insights that held true at al levels:

Moving in such a fashion brings about better awareness and the ability to
make subtle changes when necessary. Being able to make changes within
changes can make the difference between success and failure.

This is clearly what | had seen in the Inner Game process of
coaching both sports and work. When the tennis player or worker
became more aware of what was happening, inside and out,
change would take place in an organic way. The process of learn-
ing in the awareness mode is subtle but effective. It is far less
mechanistic and coercive than the command-and-control method.
Harmony with Sdf 2 in the process of change allows for greater
awareness, which in turn alows for the subtle changes to take
place.

EF went on to describe one of the greatest difficulties faced by
individuals and organizations in times of change—making changes
for the sake of change:

When people fedl certain frustrations, they tend to think that merely mak-
ing changes will fix everything. But random changes produce random re-
sults.

If companies understood that last sentence, they would save
billions of dollars and countless work hours that are wasted in in-
appropriate efforts to change. One of the things | learned in both
sports and work was that | should not try to change everything that
I thought should change. If the needed changes were attended
to with nonjudgmental awareness, many of the other problems
would correct themselves.

EF's next paragraph was difficult for me to grasp at first:

Changes are only of value when they are synchronized with all other ele-
ments and take place in correct proportion. Mobility gives us the ability to
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move, but not the reason. The ability to change does not guarantee that the
changes made will lead toward success. Therefore, mobility must be closely
tied to direction. Once one is removed from the other, both are rendered use-
less. Without direction, no successful change can take place.

| redlized EF was talking about something akin to systems
thinking. Nature is full of examples of systems that work only
when al the necessary elements are present and functioning in
sync with the other elements. If you make a change in one part of
the system, you are liable to make an unintended change in an-
other part and thus in the entire system. A chemical intended to
clean a body of water may end up killing the algae that feed the
fish that in turn help keep the water clean.

This phenomenon also exists in family systems, particularly
those dealing with problems of addiction. When only the addicted
family member receives treatment, the roles of the other family
members who have been coping with the addiction are thrown
out of balance. Sometimes there is so much disruption that it pro-
vides more pressure for the person to return to the addiction.

In business, there are countless examples of random changes
that do not benefit the enterprise as awhole. A change designed to
fix one problem causes ten others. Solutions in one department
end up having a negative impact on another department, which fi-
nally comes back in the form of a much more serious problem.

To make specific changes that are in line with overall purpose
and at the same time in sync with other changes being made re-
quires an expanded level of awareness of al the important ele-
ments of a system. Initiating specific changes to solve specific
problems without seeing their impact on the other components of
the system can and usually does result in a short-term victory
while contributing to failure of the system as a whole.

EF's page ended with a list of the five elements of mobility:

1. Grant yourself mobility, because you have it.
2. Have the clearest possible picture of where you want to
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3. Be willing to make changes within your change.
4. Keep your purpose clear.
5. Keep your movement and direction synchronized.

That Isthe Ultimate Mobility—The primary meaning | gathered from
this page was that it was about attaining freedom of movement to
fulfill internal and external goals. | also saw that it would require
breaking the bonds to unnecessary external conformity and re-
placing them with a higher level of awareness and conscious
thought. In some ways, this fit into what | had already come to
understand about the importance of alowing Sdf 2 to have a
greater chance to express itself. It was certainly in keeping with
the work triangle and the need to meet learning and enjoyment
goals as well as performance goals. It also valued awareness, choice,
and trust. Mobility was the essence of what | had been learning
about the Inner Game of working. Yet there was something more
to this notion of mobility than | had yet understood, and | felt
eager to learn.

How could | apply mobility to my own work life? Could | re-
aly find the process of working as fulfilling as the resulting
achievements? What would it really mean to be satisfied with one's
progress both internally and externally? Could | achieve mobility
and then help my clients achieve it, too?

Taking the Steps—Let's take a closer look at what each of EF's in-
structions means in terms of your mobility and what you can do
to remove obstacles.

1. Grant Yourself Mobility, Because You Have It-Think of an aspect of
your work that you consider less than satisfying. Rate your satis-
faction on a scale of one to ten (ten being the highest degree of
satisfaction and one the lowest). Consider the three dimensions of
mobility: (1) the contribution to the attainment of your external
goals; (2) the contribution to your internal satisfaction; (3) how
you feel about the amount of time given to this work to accom-
plish the above.
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Let's say you rate your overal satisfaction as a 4—>5, and let's as-
sume you've been stuck at this level for some time. Mobility
means that you can increase that leve of satisfaction in dl three di-
mensions. Mobility does not mean you know right now how to
move from a 4—5 to an 8; itjust means you acknowledge you can
find out how to do it if you so choose.

Granting yourself this mobility so that you truly believe you
can move toward greater work satisfaction is not aways easy. Pre-
sumably, there are obstacles to your satisfaction or you would not
be dissatisfied. But beneath al those obstacles, inner and outer,
there lies a desire, a hope, and the ability to move toward your de-
sired goals. To grant yourself mobility you may have to acknowl-
edge both sides of the equation.

The inner conversation may be like this: "Yes, | believe | can
move toward greater satisfaction in this aspect of my work, but ..."
It can help to acknowledge both the voice of optimism and the
voice of doubt by writing them down. If the obstacles are in the
forefront of your mind, then write them al down until you can't
think of any more. Note which of these obstacles are external and
which are internal. Then start acknowledging your inner re-
sources. You have used these resources to get unstuck before. You
have achieved certain goals before. And finally, remember that the
essence of your ability to move toward your desired goals exists
because you do—because you are a human being—and for no
other reason. Acknowledging your inherent mobility can help you
find your way around, through, and over your obstacles, both real
and imagined. It is your first and most critical step.

The most common block to acknowledging mobility is think-
ing that your circumstances make mobility impossible. Granted,
there are always some things that are beyond your control. But
they can't stop your inherent mobility. Mobility is independent of
circumstances. It is independent of the past. It is even independent
of whether you think you have it or not. Mobility doesn't focus
on what it can't control, but moves by making changes in what it
can control. My own experience is that even in moments of great
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hopel essness, the mobility is still there waiting to be acknowledged
in order to become activated.

The easiest way to convince yourself that you don't have mo-
bility is to form ironclad concepts of yourself and how you do
things: "Thisistheway | am and thisistheway | do things." Free-
dom is about realizing that you aways have the choice to start
moving in any desired direction regardless of your past. This is the
essence of the first step. You have mobility and always have had.
You just may need to remind yourself of the fact from time to
time.

There is a well-known quotation of Johann Wolfgang von
Goethe, the eighteenth-century German poet, dramatist, novelist,
and philosopher, that addresses the great power available to those
who have the courage to grant themselves mobility. "Concerning
al acts of initiative, there is one elementary truth the ignorance of
which kills countless ideas and splendid plans: the moment one
definitely commits oneself, then Providence moves too. All sorts of
things occur to help one that would never otherwise have oc-
curred. A whole stream of events issues from the decision, raising
in one's favor al manner of unforeseen incidents and meetings and
material assistance which no man could have dreamed would
come his way. Whatever you can do or dream you can do, begin it.
Boldness has genius, power and magic in it. Begin it now."

Work = Performance

2. Have the Clearest Possible Picture of Where You Want to Go-Once
you have acknowledged that you have the ability to move in any
desired direction, the next step is to get the clearest possible pic-
ture of your desired destination. | believe EF picked the word
"picture” intentionally, because in goal setting, pictures are defi-
nitely worth a thousand words.
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It is more effective for a golfer to "see" the trajectory of his
golf ball rising into an arc against the sky, then faling onto the
green and rolling into the hole, than it is to say to himself, "l want
to hole this shot." Likewise, if your goa is better teamwork with
your colleagues, it contributes to mobility to envision what that
might look and sound like. When you use pictures, sounds, and
words to project a desired future state, more parts of the brain are
involved in the goal setting. This increases the likelihood that
more of your brain will be used in the process of fulfilling the
goal.

| once did a goal-setting exercise with the senior managers of
a large company in the midst of a major transition. Their written
goals were vague and divergent. But when they were each given
crayons and paper and asked to draw pictures of both their present
situation and their future state, there was an astounding similarity
in the resulting pictures. Six of the ten drawings contained an
image of a brick wall that had been broken through. Until then,
there had been little or no acknowledgement that major obstacles
existed. Furthermore, there was common agreement about the
nature of the obstacles represented by the brick walls. Thus, im-
portant information that already exists within us can sometimes be
more easily accessed by images than by words.

It is commonly said about goal setting that all goals should be
specific, measurable, and realistic. Though | have achieved many
such goals, 1 do not like to limit the envisioning process to these
criteria. My most important goals have started out rather vague,
quite impossible to measure, and would have definitely seemed
unrealistic at the time. | try to keep my promises specific and real-
istic, but aspirations should know no bounds. The important thing
about goals is that they come from desire.

When, as a coach, | ask tennis players what they would like to
improve in their game, they might say, "I would like to get more
shots over the net and into the court.” When | then ask how many
more shots they would like to get in, they might say 50 percent or
70 percent. "Don't you really want dl your shots to go in?" | reply.
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The answer is dways, "Yes, but | don't think that is a realistic ex-
pectation." This is true, it is not a realistic expectation, but it is a
realistic desire.You don't hit a shot because you want to miss it. Y ou
want every shot to go in.You may also want each shot to be grace-
ful and enjoyable. It's okay to keep expectations realistic, but desire
is a different thing.

Desire wants what it wants. Desire is a.feeling that can produce
a picture or avision of what it wants. It may or may not be similar
to what other people want, but true desire is never borrowed from
anyone else. So the hardest thing about getting a clear picture of
your direction is to be able to distinguish your picture from that of
the many pictures that are painted by other people.

Performance goals may be more easily measured than your
learning or experience goas, but that doesn't make them more
important. | am reminded of an interview with Michelle Kwan,
the Olympic figure skater, after she had failed to win the gold
medal in the 1996 Winter Olympics. She was asked by the re-
porter to describe how disappointed she had been. She said that
her real goal had been to skate her best in the games. "And | be-
lieve | did," she said. "I skated my heart out, and | brought home
the silver. And | feel very good about it." Clearly she had two
goals—one to win the gold, the other to skate her heart out. One
was specific and measurable, but | got the distinct feeling that the
other was more important for her. | remember feeling proud that
she didn't buckle to the pressure from the reporter to make her
feel she had failed.

When it comes to setting goals, some people say, "You can
have anything you set your mind to. You can have whatever you
can imagine you can have." | am very cautious about statements
like that. When | look back on my life and consider the events, the
people, even the circumstances, that | value the most, very few of
them are things that | could ever have imagined. | have a good
imagination, but | don't want to settle for what can be imagined
by me or anyone else. | want to live beyond the limits of my imag-
ination as much as possible.

In getting a clear picture of one's desired destination, it is im-
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portant to make a distinction between means and ends. Often
people won't let themselves get in touch with what they truly
want if they don't see the means of getting it. This is why some
people find it impossible to figure out what they want. As soon as
the desire emerges into consciousness, a doubt intrudes saying,
"Forget it, there's no way." So most people forget it. But desire and
means often arise independently. If | can have the courage to ac-
knowledge my desire as it exists, without necessarily knowing
how to fulfill it, mobility can start. Maybe al | can see is afirst step
toward a seemingly impossible goal. But when that step is taken,
another step that | couldn't see before becomes apparent. And after
a few more steps | may get an even clearer picture of where it is |
really want to go. "Where there is a will, there is a way" is the
mantra of people who have realized that they have mobility.

So before thinking about the means to the end, simply picture
the desired end. Get a clear picture of what it would look like and
what it would fed like.

For example, I might picture myself working free of stress and
pressure. | am accepting the difficulties of my work with an ap-
petite for challenge knowing that | can enjoy them all and see op-
portunities for learning in them al. | might envision myself in a
totally different work situation and in a position to do much more
volunteer work than | am currently able to do. | can envision
working confidently and with a sense of purpose that gives suffi-
cient meaning to my efforts. | can aso envision better financial re-
turns and different creative accomplishments, knowing that what |
am doing is truly making a difference. Getting a clear picture is
critical to mobility. The picture can aways be changed as you go,
but holding the picture is indispensable not only in keeping the
desire alive but in providing clarity in steering one's course.

An aphorism that | often heard growing up and that still rings
true is "If you don't stand for something, you will fall for any-
thing." If you have a clear vision of where you want to go, you are
not as easily distracted by the many possibilities and agendas that
could otherwise divert you.

But what about the strength of the desire upon which the pic-
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ture is based? If mobility is fueled by a mere wish or a "good in-
tention," it has less likelihood of being fulfilled than one based on
passion.You can measure the strength of a desire by the obstacles it
is capable of overcoming. | once asked a group of participantsin a
seminar to set goals as if whatever they wished for would be
granted. The only condition was that they had to state how much
time and effort they would commit in order to make that wish
come true. | remember two wishes to this day. The first one was,
"I want to be the Southern California karate champion in my
weight division. To achieve this, | would be willing to put in six
hours of practice a day, five days a week, for the next two years."
The next wish was, "I want to live free of stress. | would be will-
ing to put in twenty minutes a day practicing meditation.”" Some
goals are easier to attain than others and thus require less commit-
ment. But you can bet that someone with the passion to dedicate
six hours a day to his goa has a great reservoir of fuel for that mo-
bility.

Once you have a clear picture of where you want to go, you
can expect things to look different to you in two ways. First, you
will be apt to see more opportunities to move in your desired direc-
tion; at the same time you are likely to be confronted with more
obstacles, both inner and outer.

Both are signs that you have begun to move. When you are
not moving, you encounter fewer obstacles. When you are mov-
ing, the obstacles are visible precisely because you have accepted a
god. In addition, having made the choice to move, you become
more alert. The obstacles are more obvious because you are more
conscious. If you are too goal oriented, these obstacles can be a
source of discouragement and frustration. But you should be
happy to see the obstacles because it means you can now find a
way to circumvent them and move toward your goal.

EF taught me a very interesting thing about obstacles. He said
there were three kinds of people when it comes to facing obsta-
cles. "The first kind of person comes to an obstacle, looks at it,
gets discouraged, says, 'That's too much for me,' and gives up. The
second kind of person sees an obstacle and says,'Whatever it takes,
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I'll get over it, under it, around it, through it. If | can't do it myself,
I'll get tools, help from others, whatever it takes." " | thought,
"Wdll, that's the type | want to be" EF continued, "The third type
of person comes to an obstacle and says, '‘Before | try to get be-
yond this thing, I'm going to try to find a vantage point where |
can see what's on the other side. Then if what | see isworth it, I'll
do whatever it takes to get over or around the obstacle.” " | realized
how often, like Don Quixote, | had done battle with inner and
outer obstacles that | didn't really need to fight, but did sojust be-
cause they were there.

As | move in the desired direction, | am apt to see better ways
of moving toward my goal than | could see when | initially started
out. This does not mean the steps | took at first were wrong or
bad—they may have been the best | could see from that vantage
point. If I am not too wedded to my original plan of movement, |
may now be able to see better changes to make to get to my desti-
nation. | can make changes within my change.

What | can count on is that whatever path I've charted,
changes will be needed. This is especially true in today's dynamic
work environment. Refraining from planning does not make
sense, but being unwilling to make changes in one's plan can be
equally disastrous. One of the hardest things about making
changes is that you may have been the one who argued so vehe-
mently for the original course.You may have mustered great logic
and evidence for its validity. You may have fought a hard battle
against others who were proposing a different course. So when the
time comes to make a change, it can seem as if you have to admit
that you were wrong in the past in order to be correct in the pres-
ent. Consequently, many companies can't handle major changes
without letting go of the leaders who charted the original course.
For the same reason, many politicians refuse to make changes in
their positions long after those positions are no longer valid. It is
not that the original position was wrong at the time, but that it
was taken without the benefit of subsequent developments and in-
sights.

| noticed that EF did not have to disparage the past and criti-
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cize his original course of action tojustify new changes. He simply
emphasized the need to make these changes to overcome obstacles
and seize new opportunities. | was amazed; it was ingrained in my
thinking that the way to motivate change was to criticize the past.
Of course, EF was simply practicing the kind of nonjudgmental
awareness that | had come to see was s0 effective in sports.

Change does not have to be viewed as a dialectic between op-
posing forces out of which some synthesis is hammered. Organic
change occurs differently. Crawling is not the wrong way for a
child to start moving about. In fact, when the crawling stage is
skipped in arush to start walking, some important developmental
changes in the brain are missed. Organic change follows Sdf 2's
natural urges, which may result in movement that meanders like a
river, yet somehow finds the path of least resistance to the ocean.

Over the years, | have witnessed many discussions about cor-
porate change. Often they take place in a "black or white, all or
nothing" context. Someone proposes a new direction but at the
first appearance of difficulty, they are challenged and usually begin
to doubt the validity of the whole proposal.

But changes are always required whenever a new direction is
taken. No matter how well thought out a major course change
may be, it can't anticipate everything. So at the outset of a new
change, when uncertainty and risk are at their height, EF would
counsel taking steps that are reversible. Then, as confidence grows
in the validity of the direction, it is easier to feel confident in mak-
ing changes within changes without abandoning the direction.

The rewards of being willing to make changes in your changes
are great. Some the most successful companies became so only
after making radical changes in their products, their means of de-
livery, their views of their customers and markets, or their own in-
ternal organizations and cultures. The hardest yet most powerful
changes a company can make are to their "sacred cows'—those
people or assumptions that are considered by the culture to be im-
mune from questioning. In his last years as chairman of Coca
Cola, Roberto Goizueta made some of his greatest contributions
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by trying systematically to identify and challenge al the sacred
cows in the company's culture and practices.

The same holds true for individuals. Changes in those assump-
tions that we didn't even realize were assumptions often lead to the
biggest opportunities. For example, for years it had not occurred
to me that | had a definition of work that was subject to change. 1
had aso assumed that to be an educator | needed to be connected
with an educational institution. Getting rid of that assumption re-
vealed rich opportunities that |1 couldn't have otherwise foreseen.
Sometimes it's as simple as changing my definition of what | think
my job is, or who | work for, or what my real contribution is, that
makes the difference.

Ironically, change itself can become a sacred cow. | have seen
some leaders and managers assume that if others are making a cer-
tain type of change, then they should. The assumption is that if it's
achange, it's good. As EF says, "Random change produces random
results.” Random changes may not contribute to your mobility.
They distract you from movement toward your goals and waste
precious time, energy, and resources.

3. Be Willing to Make Changes within Your Change-The key here is
flexibility. Imagine a tree firmly rooted in the ground that remains
pliant enough to bend with the wind without losing its inherent
stability. It is the most human of qualities to be firmly committed
to what is real and true (the fire within) while remaining unat-
tached to the particular changes that come and go. It is only to the
extent that we can grow roots into that part of ourselves that does
not change that we are able to be truly flexible and ill maintain a
true direction.

4. Keep Your Purpose Clear-1 couldn't believe this step was on EF's
list. "Keep your purpose clear"? Just when I'm ready to approach
the conclusion, I'm asked to go back to the beginning? But then |
realized that in the midst of the actions and reactions that com-
prise most work, we lose sight of what we are doing it for in the
first place. Not only is it difficult to remember the purpose behind
our work in general, but even while involved in the details of a
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particular task, it is easy to lose sight of why the task at hand was
originally undertaken.

When | was playing tennis competitively in state and national
tournaments, my coach used to tell me the goal of tennis was sim-
ple: "Just win the last point.” But that's absurd. If that was really
the point of playing the game, al you would have to do is to
choose an opponent who was nowhere near as good as you. This
would ensure your success every time you played. But that's not
the point! Most people choose opponents who are equal to them
or better than they are. This is not a good strategy if you want to
win the last point, but it is an excellent strategy if you want to have
fun and if you want to learn. So we recognize that winning is not
the only important thing. But once we're out on the court, in the
midst of the match, that understanding can be hard to remember.

The purpose of playing the game and the goal of the game are
two different things. When the goal of winning gets confused
with the reason for playing—to learn, to enjoy the challenge—
then mobility is apt to be compromised. For this reason, the best
leaders constantly remind everyone of their primary purpose, even
in the midst of the chaos of all the current "emergencies." The
wise individual who wants to keep mobile remembers the purpose
behind whatever changes he decided to make.

Take any specific action you do at work and ask yourself,
"Why am | doing this?' Trace the first reason that comes to mind
back to the original purpose. How easy is it for you to do this?
How clear is the connection? What are the probable consequences
of forgetting purpose in the midst of attaining subgoals?

| tried this experiment once with a group of employees at
AT&T. Although "customer satisfaction"” was expected to be the
focus for every single employee, most people couldn't tell me
specifically how the work they were doing contributed to this
mission. For some hourly employees it was easier because they
were directly relating to customers on a daily basis. Some man-
agers found that there were ten to fifteen intermediaries between
them and the customer. They were serving people, who served
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people who eventually "satisfied the customer.” It was easy to for-
get the customer while they simply did their jobs. Or, in other
words, they lost sight of the purpose while focused on the sub-
goals.

But was customer satisfaction really the purpose driving indi-
viduals to come work at AT&T? What was on the employees
minds, satisfying the customer or satisfying their immediate super-
visors? Neither. None of them had come to work to satisfy either
the customers or their supervisors. They had come to work for
reasons of self and family—reasons also too often forgotten, and
with them the ultimate sense of purpose behind al their hard
work.

Why is it so important to remember the primary purpose
while accomplishing the subgoals? After all, the "job" can get
done whether or not the purpose is kept in mind. So what differ-
ence does it really make?

Using the work-equal s-performance-minus-interference defi-
nition of work, perhaps it doesn't make that much difference. But
in terms of mobility, it makes all the difference. Purpose provides
both direction and fulfillment. It also provides the foundation for
the most important learning.

The answer to this question takes us back to the original con-
cept of mobility. Where do you really want to go? Perhaps you are
simply driving your vehicle from paycheck to paycheck. Ask your-
self, what are these checks for? Perhaps you will say they are for
the quality of life of you and your family. Isn't that closer to your
real purpose for working? And if quality of life is the real purpose
for working, then wouldn't you want that while you were working
as well? Wouldn't it make sense to remember that that is what you
w'ant while you are pursuing whatever subgoals are involved in
your work? And if you didn't remember, how easy would it be to
have a rather miserable quality of life while working al for the
sake of your quality of life during the short time when you are not
working?

It is natural for organizations to want all their employees
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aligned behind their organizational goals. Toward this end they ar-
ticulate mission statements, develop strategies to serve those mis-
sions, devise corporate objectives to serve the strategies, and
implement projects to fulfill the objectives. There are goals within
goals within goals within goals. And keeping the relative priorities
of these goals clear is one of the most critical challenges of organi-
zational leadership.

With al the effort that goes into keeping employees focused
on the correct priorities, how easy is it for the employees to re-
member their own individual priorities—not just their part in the
organizational work, but why they are doing that work in the first
place? Who is going to remind them of that? Only the rare man-
ager or leader sees the advantage of doing so. Almost always the in-
dividual worker must remind himself.

There is a critical distinction between the individual's purpose
on one side of the equation and the organization's "corporate” mis-
sion, strategy, tactics, and goas on the other side. Different indi-
viduals can be doing very similar work for very different reasons
without there being any conflict in working together. But their
primary purposes will eventually take them in different directions:
the directions of their individual mobility. The person who works
out of fear will move toward fear. The person who works out of
responsibility to his family will move toward family. The person
who wants to enjoy his life while working will move in the direc-
tion of enjoyment.

Finding a Dream House—My sister told me a great story about for-
getting purpose in the midst of pursuing goals. She and her hus-
band were trying to buy their first house to accommodate their
growing family. Each had his or her own "dream house" in mind.
Their search was very frustrating as they went from house to
house finding little agreement on what they liked. They |ooked,
discussed, and argued, but could not agree. After several fruitless
weeks, my sister said she realized that this was not just a matter of
difference of opinion and refusal to compromise, but a matter of
not being clear about her purpose. "Why are we looking for a
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house in the first place?' she asked herself. The answer was obvi-
ous. "We are looking for a place where we can live together as a
'happy family.! But we are not moving toward the goal of'happy
family.' If we proceed in this direction, we will be divorced before
we find the place to be happy!"

She told her husband that she wanted to stop the search be-
cause their relationship meant more to her than the house. This
woke her husband up to the irony of the situation, and they both
agreed to stop house shopping. A week later, their real estate agent
caled with "the perfect house." They sav' it, both liked it, and
bought it without any complications. What had looked impossible
when purpose was not clear became relatively effortless once it
was.

5. Keep Your Movement and Direction Synchronized-Our actions and
goals should be consistent with our purpose at al times. But they
must not be confused with or allowed to distract from purpose.

This means that if | have made a commitment to my own
learning and development as part of my definition of work, then
my actions and goals should be in sync with that commitment. |
will ook for and accept the opportunities that stretch my abilities
and understanding. | will continue to make sure that my actions
are in line with my performance goals, but | will also set learning
goals that are consistent with my desires to develop my capabilities
while working. 1 will learn from experience and not shrink from
seeing those mistakes that | can learn from.

The same goes for my commitment to my own enjoyment at
work. | have to keep myself from moving in the direction of frus-
tration, pressure, and overload, and move in the direction of satis-
faction. Most individuals and companies have a great deal to learn
before they can say they have this kind of mobility.

Compromising the inner goals, enjoyment, and growth, is al-
ways easy in a culture that values only performance.

An Image Of Mobility—I have one image that helps remind me of the
value of mobility as distinct from normal goal setting. Two cars—
say, two Volkswagens—are about to leave San Francisco for
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Chicago. Both are given the same amount of time to deliver their
passengers to the destination and both arrive at the same time. But
the passenger in the first car arrives tired and stressed after a very
bumpy and uncomfortable ride, and the vehicle itself is in need of
major repairs before it can take another trip. The second car has a
very different trip. Not only does the passenger arrive rested, hav-
ing enjoyed the entire journey, but the vehicle is in better work-
ing order than when it departed. It leaves San Francisco as a
Volkswagen and arrives in Chicago as a Mercedes. Both cars ac-
complish their assigned tasks. But one has gained in capacity and
comfort while moving. Both have moved, but only one has mo-
bility. Which car would you rather have on your next trip?

To some people, this image seems fanciful. Cars don't change
appreciably in their capabilities while they travel. But what about
human beings? We are al drivers of vehicles that are capable of
growing in their capacities as they go. Growth is not only possible,
but important to us. But growth in capacity without purpose is
meaningless. Working free means that | am growing in my capac-
ity to fulfill myself. It means that | continuously increase my ca
pacity to enjoy my life both when working and when not
working.

Recognizing the Importance of Mobility-Mobility is the pivotal con-
cept in learning to work free. For many years | believed that sim-
ply quieting Self 1 and trusting Self 2 to do the best it could and
to learn in the process was sufficient to achieve excellence. |1 had
ample evidence that it worked in sports and many enthusiastic re-
ports from professionals that it worked in a corporate environment
as well. There were countless stories about playing out of one's
mind and working in a "flow state.” | still believe in the uncon-
scious wisdom of Self 2 and | till enjoy being in the flow state
whenever it happens, but something needs to be added to the
equation to make it complete. That something is mobility.
Mobility is about conscious wisdom. It's not just about being in
the flow, but about being very clear about where you arc, where
you are going, and why. In essence, it is about working consciously.
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To know what you are doing and why requires conscious
thought and constant remembrance. It requires being fully
awake—aware of al that is happening around you that is relevant
to where you are going. Working unconsciously is like being dri-
ven in a car without being sure of the destination and without
making a conscious choice about which way to turn. It is the dif-
ference between driving and being driven. A person who recog-
nizes the importance of mobility is not satisfied with being in any
flow, it must be in the flow of their choice, heading where they
want to go.

Mobility of this kind can move me out of the Skinner boxes of
conformity. It moves me from being a trained pigeon responding
to the bells and lights of my conditioning to an adult human being
who chooses freely every step of the way and can move in any di-
rection. | can work alone or in teams without compromising my
integrity or direction. Thus, the core of mobility is the recogni-
tion that you are totally and unambiguously in charge of your own
actions, values, thinking, and goals—in short, your own life.

It is the acceptance of that freedom of choice and the conse-
quent recognition of our responsibility that is so challenging for
most of us. The essence of conformity is to abdicate your respon-
sibility to others—to "society," to "upbringing," to environment,
past circumstances or events, to "my leader,” to "human nature,”
and more recently to "my genes." This is like blaming your car,
which admittedly may have only six cylinders, a dirty windshield,
a dented rear end, and needs an oil change, for where you're
driving. | am not saying that the vehicles we drive through our
work life are not in need of repair. They often require major re-
pairs and they certainly need constant maintenance. But mobility
means that | can't blame my car for where it drives me. When |
find myself driving in circles, | have to look at who's driving the
car. Am | in the backseat being chauffeured through my work life
complaining to everyone ese about the scenery? To whom did |
abdicate the driving? And why?

So if the first step in the Inner Game is to recognize that the
vehicle you are driving is capable of movement, the second is to
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realize that it is yours, and to take firm grasp of the steering wheel
and begin driving. Changes in direction can aways be made, but
there is no way to reach freedom at work without accepting full
responsibility for where you are and for choosing where you are
going.

That's nothing new. But most of us, including myself, need
frequent reminders about our power and the responsibility to ex-
ercise our mobility. The next chapter presents a tool that has
helped me and many others stay conscious at work and keep our
hands on the wheels of our respective vehicles.

THE
STOP
TOOL

| he unconscious activity of performance momentum is suc-
cinctly satirized in the lyrics of "I'm in a Hurry," made popular by
the band Alabama in the early nineties.

I'min a hurry to get things done

Oh, | rush and rush until life's no fun.
All | realy got to do is live and die,

But I'm in a hurry and don't know why.

Gaining mobility at work can be done. But as attractive and as
beneficial as it might sound, it is not easy. Though mobility is a
potential for all human beings, and is, | believe, aligned with the
very nature of Self 2, most of us work in environments, inner and
outer, that make it difficult to achieve.

The hard part is to remain conscious while working. When con-
scious, we see that it is important to us not only to achieve our
goals on time, but to achieve them in a way that is satisfying. We
see that it is important to enjoy and to learn while we are accom-
plishing the task at hand. But in the midst of the various pressures,
routines, and momentums of our daily work life, it is not so easy
to remain truly conscious.
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The Inner Game of work is about finding away of working in
which you can be more fully conscious—more aware of where
you are, where you are going, and why. This is the essence of mo-
bility and what sets it apart from conformity. It is what Sdf 2 is dll
about. It is why redefining work and learning to focus are impor-
tant. All of this is geared to arriving at a place where we can work
more conscioudly. This is what it takes to work free.

Performance Momentum

Not al movement is mobility. There is a kind of activity that most

of us are very familiar with that is not done with conscious intent

or awareness of purpose. | call it performance momentum. Most of us
have habitual actions that we do in the course of a day without a
moment's thought for why we do them. We do them because we
aways do them. | brush my teeth the same way every day and in

the same sequence of my morning routine. No problem. | have
many routines that do not require being conscious and often it is a
relief not to have to give conscious attention to them. The prob-

lem comes when my entire day becomes a series of routines or
unconscious reactions—when everything | am doing is done in

default mode—the momentum that prevails automatically when
conscious choice or remembrance of purpose is missing.

Our default mode of working and thinking develops a mo-
mentum of its own. The word momentum usualy refers to the
movement of physical objects. They obey the laws of cause and ef-
fect and have no choice about it. The billiard ball moves the way it
does because it was hit by another bal at a certain speed and di-
rection of impact. We are not being fully human when we allow
ourselves to be moved by this sort of reactive momentum. "I got
angry and did this because you said that to me" is a "billiard ball"
kind of reaction. It implies movement disconnected from con-
scious purpose. It is Self 1's unconscious, mechanistic way of
doing things. Such momentum has movement, often frantic
movement, but not mobility. A lot of things may get done, but
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there is no guarantee that those things will take either the project
or the person doing them to successful outcomes.

There are countless examples of momentum in the work
arena. Take any situation where someone indicates that there
might be a problem. What is the "billiard ball" reaction? Without
stopping to evaluate whether this is a problem worth solving, the
brain starts generating and debating possible solutions. Not only
does itjump into problem-solving activity without thinking about
purpose, but it tends to use the same habitual method of problem
solving regardless of whether it fits the particular situation at hand.
The problem-solving momentum can be so strong that little room
is left for creative thinking or strategic perspective. When there has
been a mistake, what is the common momentum? Find someone
to blame. When blamed, what is the common momentum? Find a
way to defend or deflect the blame. When someone gives an opin-
ion, agree or disagree. At work or at play, we set a goa and forget
about everything else but reaching that goal. We may still make
choices within the momentum, but often we forget the purpose
that led us into the activity in the first place. We do it because it
has become our default mode, not because we remember why we
are doingit.

Suppose a request is made of you at work. Some people follow
the momentum of automatically saying no, they don't have time.
Others follow the momentum of automatically saying yes, with-
out considering whether it relates to their priorities.

Consider the momentum of your to-do lists—putting al the
things you "have to do" on a daily list, prioritizing them, and try-
ing to get everything checked off your list by the end of the day.
Day after day, you pile the burdens on and try to unload them so
that you can pile another set of burdens on the next day. At the end
of the day, you are proud of the 149 action items you checked off
your list. This can al be done without ever considering the pur-
pose behind a single one of the actions. All you know is "it needs
to get done." This is the momentum of the doer. You do do do do
do, all day long, call it work, and come home weary and unful-
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filled, perhaps irritable, yet somehow proud that you've "worked
hard." Perhaps you've kept the demons away for another day. Per-
haps you've put out a bunch of fires. But have you advanced the
true purpose of your work? And have you enjoyed the process?

A Maserati Without Brakes?-Some people find it very difficult to
dow down their thinking momentum, especially when it has been
alowed to build. Our minds can easily become like very expensive
cars with great engines and accelerators, but poor sets of brakes.
When we are running on adrenaline generated by one crisis after
another, it can be very hard to find, much less want to apply, the
brakes. Yet when driving a car, there are many occasions in which
the ability to stop is as important as the ability to go. It's very ben-
eficial to have a mental engine that can do both and that responds
to the wishes of the driver. The faster my car, the more important
itisthat | know how to dow it down.

STOP: The Tool of All Tools

The problem with prescribing any specific remedies for perfor-
mance momentum is that they can be used only in the specific sit-
uations to which they apply. They become too numerous to be
remembered and they usually become a substitute for conscious-
ness and clear thinking. | prefer a single tool called STOP. The
purpose of STOP is to help a person or team disengage from the
tunnel vision of performance momentum, so that mobility and
more conscious working can be restored.

Stepping Back from the
Swojrighting in the Valley

| like to introduce the STOP tool using the following analogy.
Performance momentum is like being part of a fifteenth-century
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army fighting off an enemy with swords in a valey between two
mountains. While you are engaged in active fighting, your focus is
very narrow. You are totally occupied with the immediate threats
and opportunities within a few feet of where you are fighting.
Perhaps you are fully aware of only the person you are fighting
and peripherally aware of one or two potential foes or your com-
patriots fighting near you. The demands of the immediate situa-
tion take all your attention—as well they should.

Now imagine that you take a few moments to disengage from
the action and move a few steps up the hillside. Immediately, two
things happen. First, you are removed from both the threats and
challenges of the fight and all its physical and mental intensity.
Second, your perspective has changed. From your more elevated
position, you have the advantage of an expanded point of view.
Instead of being aware of only a few soldiers, you may be able to
see your entire unit. With this improved perspective, you may see
where someone needs your help or where there is an advantage to
be taken, and you can change your tactics accordingly.

If you allowed yourself the time to take a few more steps up
the hillside, your view would be further expanded and perhaps
you could view the tactical situation of your entire division. And if
you went to the very top of the hillside, you could view the entire
valley and gain a strategic view of both armies at once. The in-
creased disengagement and elevation from the battle would give
you a broader perspective and the ability to make more clear-
headed choices. If you should conclude that this is a battle worth
fighting, you could determine where you could make your best
contribution and reengage in the battle with clarity and a renewed
sense of purpose.

Thousands of managers from many different companies have
agreed that STOP has become an indispensable tool for working
effectively. One manager called it the "tool of all tools' because, as
he said, "this is the tool that helps you remember to use al the
other tools you have in your arsenal." | first heard of STOP from
my executive friend, EF. STOP, as he used it, stood for:
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Step back

Think

Organize your thoughts, and
Proceed

Step Back—To step back means to put distance between yourself
and whatever you are involved with at the moment. Step back
from the momentum of action, emotion, and thinking. Step back
and collect yourself. Find a place of balance and poise—a place
where you can think clearly, creatively, and independently.

Short STOPs-STOPs can be of any duration. A short STOP may
last no more than a couple of seconds. For example, the phone
rings while you are working on a project.Y our hand reaches out as
if of its own volition to answer the phone. A two-second STOP
alows you to ask yourself if you really want to answer the phone
at this moment. The STOP doesn't imply a correct answer, it just
creates the opportunity to put yourself back in the driver's seat.
Medium STOPs alow time to reflect and evaluate a situation be-
fore proceeding into action. Despite the popular ad that recom-
mends "Just do it," just doing it without stopping to consider
options and consequences usually results in a lot ofjust undoing it.
And every once in awhile, you can take a big STOP to give your-
self the chance to look at issues from a more strategic perspective.
This book itself, for example, is an invitation to STOP and take a
strategic look at how you are thinking about your work, or any as-
pect of your life.
Here are some more examples of short to medium STOPs:

» With any communication, STOP before you speak. Is
every thought that comes to mind worthy of coming
out of the mouth? STOP allows us to screen our
thoughts for appropriate content, timing, and
conciseness. Similarly, not everything we hear is fit to
digest. Use STOP as afilter to discriminate between
what is and is not necessary to take to heart.
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* You arrive at your desk and notice a few papers that
have not been dealt with. Does your hand reach out
automatically to pick them up, or do you STOP to
consider your priorities for the day first, the most
important of which may not be as visible as the papers?

» A fellow worker starts complaining. You know he is the
kind of person who likes complaining but never does
anything about the problem. He's asking for your
agreement with his complaint. Do you STOP orjump
in with your opinion without thinking whether or not
you want to go down that road with him?

* You find yourself feeling pressured and stressed by your
workload and you realize that in this state you cannot
give your best thinking to the task at hand. Y ou know
you are making little mistakes. Do you STOP and take a
break or "power through"?

» A co-worker is asking you a question. Before he is
finished, your mind has already generated an answer to
the question you think she is framing. Does the answer
come out of your mouth before she has finished, or do
you stop the mental momentum to fully hear what is
being asked and consider your response?

STOP-START-STOP—How many times in a single workday do you
have to interrupt what you are doing to start something else?You
may even stop something important to take care of a time-
sensitive but less important task. In my workday, there can easily be
more than twenty such "interruptions.” If I'm in my Self 1 per-
formance momentum, each interruption brings an automatic re-
action of annoyance and with it a loss of conscious mobility.

The alternative is to first STOP and make a conscious choice
about if and when to interrupt what you are doing. This STOP
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doesn't take away the consequences of the interruption, but allows
me to exercise my choice, which removes the annoyance and pro-
vides a sense of freedom and enjoyment because | ill have my
hands on the steering wheel of my work day. If | decide yes, then
before starting the new activity, | take a short STOP to con-
sciously "close the books" on the last activity and to orient myself
to the purpose and context of the next. Creating a sense of closure
on each activity and making a conscious choice about the next re-
lieves the mind from carrying an accumulating burden of unfin-
ished tasks. It can make al the difference between a satisfying day
of conscious choices and what otherwise could feel like a fatiguing
day of needless interruptions. The trick is to realize you don't have
to carry unfinished tasks in your mind; you can lay them down,
knowing they will be there when you have the chance to pick
them up again.

Here are just a few of the benefits from practicing STOP-
START-STOP:

* More acknowledgment of work accomplished

Fewer work burdens carried home at the end of the day
More conscious choices made

Feeling more rested and energized during and after
work

More innovation available

A clearer sense of purpose and priority

More conscious changes made where needed
Remembering one's |earning goal

Checking on feeling levels—enjoyment, stress, tiredness
Remembering forgotten commitments

» Deciding whether alonger STOP is needed

The benefits are many. But how do you find the discipline to
do it?

The STOP Bell—Recently, | was explaining STOP to a person who
periodically goes on aretreat (along STOP) at a monastery where
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everyone has different tasks to perform during the day. At irregular
intervals, a bell is sounded, indicating that everyone should stop
whatever they are doing for two minutes. There is no instruction
what to do other than simply to stop working.

"At first it was the hardest thing to be asked to suddenly stop
doing what you were doing for no apparent reason," she said.

"What did you find so hard about it?" | asked with somewhat
feigned naivete.

"WEell, | used to hate it whenever | heard the bell,"” she said,
gritting her teeth. "I hated having to stop the momentum of
doing—especially at someone else's request. But during those two
minutes, we would take a deep breath, center ourselves, and soon
find that our awareness would expand as well as our appreciation
for the work we'd accomplished. We began to regard it as one of
the hardest but most beneficial of the disciplines we did."

Short STOPs take very little time but pay big dividends. Each
one reminds you that you are not a victim of performance mo-
mentum, but someone who can stop, think, and start again by
choice. Thisis a valuable habit to develop for anyone on thejour-
ney of working consciously.

Creating Think Space-1t can be useful to create a distinct physical
and mental environment that is conducive to reflective or strategic
thinking. You can choose a particular chair, or a particular room,
or any environment that you can go to repeatedly. This helps slow
you down and prepares you for reflective, conscious thinking. This
is creating "think space.”

Think space must be sufficiently disengaged from the mental
and emotional performance momentum. Imagine yourself in the
captain's chair from which you can view all the important compo-
nents of your situation. You arc the Captain Kirk of your own
spacecraft. You have al of your human potentialities and sensory,
mental, and emotional intelligence, as well as all of your developed
qualities and capabilities available to you. Picture yourself in the
control room, where you have every kind of viewing equipment
at your disposal. You can zoom in on any part of the situation to
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see the detail or zoom out to view the big picture. You are aware
of the many other human resources available to you tor getting
more information, expertise, or assistance. In this chair, you view
al events with the detachment of someone committed to the in-
tegrity of the entire ship and its mission, yourself, and your com-
mitment.

My friend Alan Kay, who is often referred to as one of the fa-
thers of the personal computer, is a reflective thinker of the high-
est order. He often tells audiences, "Point of view is worth eighty
IQ points." Think space is away of establishing a different point of
view from which to do your thinking and gain the benefit of
whatever added intelligence comes your way.

Think—To stop thinking momentum in order to think may sound
like a paradox, but it is not. There is a shift in the thinking gears, a
disengagement of thought in order to either rest or engage in a
different level of thinking.

Below are some questions that | find very helpful in focusing
the powers of thought and reminding myself of the elements of
mobility. These questions are a great place to start once you've es-
tablished your think space:

« What am | (we) trying to accomplish?

« What purpose is being served?

* What agenda is being followed—where did it come
from?

e What is the priority here?

* Is there a change needed? In direction? In definition?

* Is movement in sync with direction?

» What are the likely consequences?

* What are the critical variables?

¢ What's missing?

 Isthe problem | am working on the real problem?

 What do | really want?

e What's at stake?

The STOP Tool 1151

« Am | enjoying work? Am | moving in a fulfilling manner?

e How does this look from the point of view of other key
people?

¢ What assumptions am | making?

* What resources could | access that | am not?

* What's my prevailing attitude?

It's not a bad idea to have the questions that work for you vis-
ible somewhere within your physical think space. Many of the
managers who have found benefit in using the STOP tool have a
red stop sign in their office. Such reminders are useful for keeping
you conscious and mobile.

Organize Your Thoughts—Thinking does not usually occur in a per-
fectly organized fashion. Especially in longer STOPs where there
has been creative thinking about problem solving or strategic
planning, there is adways the task of bringing order to your
thoughts before you are ready to proceed. But to "organize" is
your chance to pull your thinking together, bring coherence to
your plan, consider priorities, and provide a sequence for actions.
It is the necessary preparation before taking up the sword again
and descending from think space into the battle.

Proceed—You don't stay on the mountaintop if you want to take
action. There is definitely a right time to descend from your think
space, and that is when the brain has been refreshed and clarified.
When the purpose and the next steps are clear, and you feel more
connected with yourself and your motivations, you are ready to go
back to work. You continue with actions until the clarity fades or
you again need rest.

Resistance to STOPs

It is wise to anticipate resistance to using the STOP tool, coming
from both yourself and others in your work team. The biggest re-
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sistance will come from performance momentum. If you are a o,
go, go person, there is a natura resistance to STOPs. Of course,
the more you hate to STOP, the more important it probably is. |
sometimes think it is part of SAf |'s nature to be a nonstop think-
ing machine aways wanting something to chew on. Yet it's also
true that our best and most creative thinking usually comes when
our minds are quiet and relatively relaxed, and it often comes
when least expected. Creative people have learned to keep
notepads by their beds and showers for this reason.

But there is a more profound reason for the resistance to
STOPs. Stepping back makes you more conscious. It's like turning
on the lights in a dark room. Y ou see things that maybe you would
just as soon not see. Your own mistakes become more visible, as
well as obstacles you've been denying, either in yourself or in team
members. The Sdf 1 part of us, in spite of its critical nature, enjoys
the dimmer light, where certain things can remain hidden and not
confronted. It's hard to admit that we sometimes prefer the dark-
ness to the light, but it's a common experience to find ourselves
periodically in the dim light of semiconsciousness.

Besides, STOPs take time, and we al know we don't have
enough time. Time is not the reason we resist STOPs, but it is the
most frequently used rationalization. Anyone who has used STOP
realizes that it takes minutes and saves hours. Still, we resist it when
it is most needed. The only way to realy know when to use and
not to use this tool is by starting to use it.

WherrtoJJseJSTOP

One vice president who was telling me how big a difference the
STOP tool had made for him ended his remark by saying, "The
only problem is that when | need to use it the most, | forget to use
it." Below are eight occasions when it can be most useful to utilize
the STOP tool for working consciously.

1 STOP a the Beginning and End of Each Workday-Nature itself pro-
vides time for STOPs at the beginning and end of every day, and
many cultures recognize the value of a midday break. | recom-
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mend giving yourself a chance to step back and think about what's
important on at least three occasions during the day, even if just
for a few minutes each.

Sarting the day with a STOP gives you a better chance of
working consciously during the day. Sleep is a natural "stepping
back." Between the time of waking and the start of the day's activ-
ities, you have a rare opportunity to gain perspective on what is
important to you, at least for that day.

If | don't take a few minutes to establish my priorities at that
time, there is no doubt that the urgencies of everything else will
control the day. This is my time to remember that it is my life, to
grant myself mobility, and to get in touch with the direction that
comes from my felt desire. It's important for me to do this before |
let my mindjump into problem solving or thinking about "al the
things | have to do today." | dso make notes on this STOP so that
| can refer to them at STOPs during the day. It may help to hold
this STOP somewhere other than in your work environment.
Take awalk or do it over coffee. Whatever you chooseg, let it be an
environment that is as free as possible from distraction.

Checking in with a STOP once or twice during the day to see how
you are doing on your original set of priorities alows you the
chance to get back on course, to make changes within your
change, or to remember your purpose.

A STOP at the end of the workday can be as valuable as one at
the beginning. The first step is to make a clear decision when you
are ending the workday. If you decide it ends at the workplace,
usually a wise choice, then when you leave, close the door on your
work so you don't carry the work, your burdens, your roles, or
your frustrations home with you in your briefcase or in your
mind. The purpose of this STOP is to fully complete your work-
day so that you can be fully available for your non-work life. If you
do choose to take work home, decide beforehand just how long
you are going to give to it and when. Practice STOP-START-
STOP. Don't let work take over the rest of your life, because it will
if you don't stop it.

Make it a learning goal to look back and "debrief" the day.
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What has been accomplished? What went wrong? What didn't?
What could be learned? This STOP takes some courage. It is one
thing to look forward at the beginning of the day to al | plan to
accomplish, but it can be quite another to become aware of the
gap between what | hoped for and what | actually accomplished.
To take advantage of this STOP, don't let the Self 1 critic into
your think space. Practice nonjudgmental awareness. Looking
back at "what stood out" at the end of the day can improve the
quality of the next day by allowing Self 2 to do its magic, selecting
what's important and what might need some attention.

One final note on these daily STOPs. Sharing the appropriate
content of these STOPs with team members, spouses, or partners
can go along way to providing mutual respect and cooperation. It
aso gives everyone involved a renewed sense of purpose and a
greater chance at mobility.

2. STOP a the Beginning and End of Any Work Project-Perhaps it is ob-
vious to say that a team or individual should STOP at the begin-
ning of any project, large or small. But there is usually such a
momentum to begin the action that the time for envisioning,
planning, and research is cut short. In performance-oriented envi-
ronments, the steps of mobility are neglected and work tends to-
ward the unconscious default modes of business as usual. It isright
to value action, but not at the expense of prudent forethought.
The consequence of not taking a STOP is that you will generate
more actions than are necessary, as well as mistakes that take more
action and time to correct. Conscious work aims to get to the de-
sired destination with the least action possible, not the most.

STOPs at the beginning of a project are times to gather
needed information, consider alternative solutions and strategies,
and examine available resources. These activities are often consid-
ered "not getting anything done." To question the initial assump-
tions brought to the project, or how the project may or may not
be in sync with purpose, or how it relates to other ongoing pro-
jects, is adso considered "thinking" and therefore not real work.

The longer and more important the project, the more iinpor-
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tant it is to step back to gain perspective. Sufficient thought must
be given to alternatives and consequences, these thoughts must be
organized into a plan, and the plan must include a way to make
further changes to the plan.

STOPs at the end of a project give you a chance to bring the
project to completion, celebrate the accomplishments, and con-
sider what can be learned that may benefit future projects. Sports
teams have made a habit of this kind of debriefing and often pore
over videotapes of individual and team performances to maximize
their learning. In most work settings, when people are apt to feel
that the project took longer than expected, they feel they don't
have the time or the stomach for a debriefing. They don't consider
that the project took too long because they hadn't sufficiently
learned the lessons of previous projects. A good debriefing is capa-
ble of saving exponential amounts of time on future projects. The
hardest part is developing the habit in the face of the momentum
to get on to whatever is next.

3. STOP to Make a Conscious Change-Something unexpected has
occurred; a new fact has been introduced into the situation; an un-
foreseen opportunity or issue has arisen; a change in plans is called
for. A change STOP creates a space for making a conscious change
instead of rushing ahead with the first reaction that comes to
mind. It's difficult to evaluate a need for a change in the midst of
performance momentum. It's common to make a changejust for
the sake of change. It's easy to make a change that looks like a
good idea, but can unwittingly have a disastrous effect on other -
ements of the situation. It is easy to ignore the need for change
STOPs because of time pressure, attachment to the original plan,
uncertainty about the best course of action, stress, and tiredness.
All of these contribute to the unconscious momentum that STOPs
help overcome.

Change STOPs can be used for minor adjustments to the plan
or major changes in direction. Sometimes they are triggered not
by a change in the external environment, but by an innovative idea
about how to improve the quality of processes or results.
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Here are a few questions that can focus thought for a change
STOP:

* Isthis arandom change or a purposeful one?

What is driving the proposed change?

» Do the benefits outweigh the costs?

» Are the people involved capable and ready to make the
change?

» Have alternative changes been considered?

* Is the proposed change in sync with direction?

« Who or what will be affected by this change?

* What communications are necessary?

* What is the best time, place, and means for these
communications?

« What can or should be learned before attempting this
change?

Change STOPs can be used not only to access change in ac-
tion plans, but to examine assumptions or critical definitions used
in one's work. The renowned businessman Robert W. Woodruff,
who was president of the Coca-Cola Company from 1923 to
1949, wanted to make a change in the way his entire sales force re-
lated to customers. He wanted them to be less sales oriented and
more service oriented. To initiate this change, he designed a
change STOP that has become famous. He called the sales force
together and fired them all. Then he announced that he was hiring
service personnel starting the next morning and that all were wel-
come to apply. What Woodruff was trying to accomplish was not
merely a new sales strategy, but a new way for salespeople to ook
at themselves and their roles. He was redefining selling. A simple
but profound change of that nature, because it is a change in con-
text, can automatically provoke thousands of changes in behavior
and attitude.

Change STOPs are opportunities not just for considering
needed changes, but for letting go of outmoded ways of doing
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things. Woodruff knew, as do all good managers, that the most dif-
ficult thing about making change is not so much the learning of
new ways of behaving as the unlearning of old ways of behaving.
The failure of most changes can be attributed to a lack of aware-
ness of the default modes (unconscious momentum) governing
current practices. It's difficult to make a change when you aren't
sufficiently aware of how you are doing something in the present.
A major lesson of the Inner Games of tennis and golf was that
once you become aware of current behaviors or thought patterns,
change becomes relatively effortless.

4. STOP to Address Mistakes-The best people make mistakes and
mistakes can be costly. They can aso be important learning expe-
riences. Of course, it is nice to anticipate mistakes and avoid them
when possible, but the biggest problems come when mistakes
aren't even recognized. If the work environment is overly judg-
mental of mistakes and the people who make them, then mistakes
will be less likely to be noticed and responded to. When | was an
officer in the navy, it was common practice for al junior-ranking
officers to keep their superiors from finding out about failures.
Avoiding bad performance reviews or a "chewing out" was more
important than ship efficiency and sometimes even took priority
over safety concerns. In corporations, | have found a similar cre-
ativity when it comes to ignoring and covering up mistakes, both
task related and interpersonal.

The value of creating a nonjudgmental work environment is
that mistakes can be seen and dealt with when they occur. A
"breakdown STOP' can be called whenever either the task or
team integrity has been compromised.

Here are some of the questions that can be used to focus a
breakdown STOP:

What was the commitment that led the action, event,
or result to be called a mistake? Example: The mistake
was that Tom didn't pass on a particular piece of
information to Martha, which led Martha to make
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a misrepresentation to a valued customer. The
commitment that made Tom's mistake a mistake was

a team promise to keep one another informed and an
understanding that all team members were responsible
for customer satisfaction. Remembering the
commitment behind the mistake allows the mistake to
become the occasion for everyone involved to reaffirm
the commitment.

Who accepts responsibility for the mistake? In a
judgmental working culture, one of Sdf 1's favorite and
most costly games is "the blame-credit game." The goal
is to accept as little blame as possible for what goes
wrong and to get as much credit as possible for what
goes right. It's time-consuming and it deprives
participants of the use of a great many brain cells that
might otherwise contribute to their mobility. Instead of
playing this game, a breakdown STOP can be used for
each person to consider accurately just what part he
played in the mistake. The purpose is not to assign
blame more accurately, but to make learning from the
mistake accurate and appropriately distributed. Tom, for
instance, might discover that the mistake behind his
failure to inform Martha was a conflict in priorities that
needed to be resolved. Martha might discover that she
could have been more proactive in getting the needed
information from Tom.

What was the real mistake? Often the mistake was not a mis-
take at all. The real mistake may have been several cause-and-effect
steps behind what was finally noticed. The breakdown STOP can
be used to consider the true cause of the apparent mistake and this
is a powerful learning opportunity. For example, it might revea
that Tom and Martha are overloaded, and without a break, both
will be unproductive and prone to more mistakes. Another sce-
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nario is that a relatively small mistake can revea a very costly
mistake just waiting to happen. Tom might be about to lose the
account that he is working on and is using the lack of communi-
cation from Martha to avoid facing this reality. By being willing
not to cover up the "small" mistake, the breakdown STOP can be
used to avert the potentially grave mistake.

5. STOP to Correct Miscommunication-A communication STOP
should be caled when adequate communication is missing or
when miscommunication has occurred. | have asked thousands of
people what they see as the biggest problem they face at work.
Failure to communicate is perhaps the most common complaint.
Upper-level managers say they are not heard by middle-level man-
agers; hourly employees claim they are not heard by their supervi-
sors; middle managers believe they aren't heard either by
upper-level managers or by lower-level managers. Of course,
everyone claims to be speaking clearly, but no one is hearing cor-
rectly.

Miscommunication causes a breakdown in trust. Calling a
communication STOP gives everyone a chance to step back from
the pressures that may have provoked the miscommunication in
the first place, get a little emotional distance from its conse-
quences, make some ground rules about not engaging in blame
games, and create an environment for straight and tactful speaking
and listening.

Here are some questions to help focus your communication
STOPs:

Re: Speaking

* What do | realy want to say? To whom?

e Iswhat | am saying in sync with my purpose?

e What kind of communication is this—a report, an
opinion, a proposal, a complaint, an expression of feeling,
an insight, feedback?

» What assumptions or hidden messages lie behind what |
am saying?
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« How can | expect the listener to interpret what | have to
say?

Re: Listening
» What's the message behind the message?
* What's the feeling behind the message?
 What am | listening for?
» What kind of response is being called for?

6. STOPto Learn or Coach-A learning STOP can be done alone
or with a coach. Athletes have an accepted practice of taking
STOPs in the action for the sake of learning or coaching. These
stops, called time-outs, are very rare in the culture of business. As a
result, there tends to be less conscious practice of skills and less ef-
fective development of individual and team capabilities.

Formalizing learning and coaching STOPs is a relatively easy
way to activate the learning side of the work triangle. Sometimes
it takesjust a moment before starting an activity to ask yourself a
guestion that will provide a focus for learning. Once the conven-
tion of such STOPs is accepted, a coach can perform his function
in less than a minute. It may take no more than asking a single
guestion or offering a critical variable to focus attention.

Obviousdly, there are times for longer learning STOPs, ex-
tended coaching conversations, off-site seminars or training. But as
| pointed out earlier, the greatest seminar is your workday itself,
and all you need to do to turn it into a valuable experience is to
enroll in it as a student. Doing this is as simple as taking three
learning STOPs—one at the beginning of the task or project, one
midway, and one to debrief at the end. Well talk more about
coaching and learning STOPs in the next chapter.

7. STOP to Rest—Breaks or rest STOPs are unlike the others in
that after you stop working and step back, there is nothing to
think about or organize. The point is simply to rest and allow the

brain and body to rejuvenate. If you have been sitting down to
work, it is a good idea to get up and alow your body a chance to
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stretch and move. Rest STOPs don't have to be long. Frequent
one-minute breaks can do wonders; longer, less frequent breaks
for coffee or lunch are common. But for a break to count as a rest
STORP, it has to really be restful. If, during your STOP, you jump
right into a work-related conversation, it doesn't count. You are
gill working and haven't yet taken your break.

The value of rest STOPs is greatly underrated in perfor-
mance-oriented cultures. Such breaks seem to be the antithesis of
performance. But rest STOPs are essential for mobility and opti-
mal performance. Used properly, they actually help people make
more effective use of time. Of course, no one "has time" for rest
breaks. It is when you think you don't have time that rest STOPs
arethe most important. It iswhen the brain is under high demand
and not given a chance to relax that mistakes are most likely. The
amount of time it takes to correct such mistakes is likely to be
much greater than the sum of all break time. So it comes down to
the choice of how to use your time. Not only do rest STOPs op-
timize your working capacity, they remind you that you, not "the
pressure,” are in charge of how you use your time.

Work Free Of Stress—Some experts think stress a positive and neces-
sary factor in the workplace. | have never understood the validity
of this point of view. The traditional and commonsense definition
of the word stress pertains to the pressure exerted on a body that
causes it to strain or deform itself. Stress triggers huge changes in
our nervous systems, known as the "fight or flight response.”
Medical research tells us that when the fight/flight mechanism is
being constantly triggered in the workplace, it puts a huge de-
mand on al the systems in the body, including the immune sys
tem. Working for long periods in such a state not only puts us at
greater risk of physical breakdown, but compromises our higher
mental capacities as well. It is well documented that the brain
under stress can remember less well, is less creative, and develops
tunnel vision (or narrowed awareness). None of these are good for
mobility, for attaining external goals, or finding a means of work
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that is satisfying. It is also well documented, and true to most
people's personal experience, that some of our most creative
thoughts come during breaks and when least expected—such as
when taking a shower or a walk.

I work in a team with two physicians who are exploring the
relationship between disease and stress. They tell me that there is
growing evidence of this relationship and that the kinds of pres-
sures many of their patients are facing in the workplace put de-
mands on the immune system, which makes one more vulnerable
to a number of common health problems. Their research shows
that many people under high levels of stress are not aware of it.
The anxiety and corresponding adrenaline rush experienced in
the body make it more difficult for people to be aware of the
subtler signals their bodies are sending. When we repeatedly
choose to override our bodies' signals to take a break, we soon lose
the ability to recognize these signals at all. Patients are surprised to
find themselves close to the edge of exhaustion, resulting in a
breakdown of physical or mental functioning. Prevention of such
stress levels includes many of the things we have been discussing in
this chapter—staying in charge of your work, staying conscious of
your body as well as of the degree of demand and burden you are
accepting, and taking frequent and real breaks.

In the domain of work, | define stress as a pressure or force
that threatens the balance or inner stability of the worker. When a
suspension bridge or any of its girders is under too much pressure
or tension, it can lose resilience and break. For me, mobility means
working stress free. | see no need to accommodate stress or try to
manage it. Stress is a signal to me that | am no longer in control of
my way of moving at work. Besides, whether or not | am working
under time constraints, and usually | am, | work better and more
consciously when I am not stressed. It is also much more en-
joyable. In my experience, the most injurious stress comes from
Self 1. Self 2 doesn't need the stuff except in rare circumstances
when it requires adrenaline and other hormones to deal with a
temporary emergency. People who put Self 1 in the driver's seat
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work in a constant state of emergency and don't believe they
can get anything done without it. This belief spreads crisis-
consciousness to team members and heightens stress levels. You
may have very little control over the stress levels of those around
you or their stress-producing behaviors, but you can make a com-
mitment to yourself to keep your own head cool, collected, and
conscious. This is the underlying purpose of al the STOPs.

Use STOP to Build Inner Stability-Mobility is an entirely different re-
sponse to challenge than the fight/flight momentum. The inher-
ent goa of the body is to retain homeostasis or balance. Stability
and balance are requirements of mobility. |1 believe a much better
strategy than "managing stress’ is "building stability." The greater
the stability, the more pressure one can withstand without losing
balance. Use rest STOPs to build inner stability and strengthen the
resilience of Self 2. External demands are inevitable. Giving Self 2
what it needs to build stability is the best way to ensure that you
can withstand pressures when they come without losing balance.
Building stability is important to your mobility whether you feel
stress at the moment or not.

Stress is not the only signal that it is time for a rest STOP.
Another signal is feeling that "working just isn't fun anymore"—
when the next project looks more like a burden than an opportu-
nity, when "have to" is overcoming "want to." Enjoyment is both
a right and an opportunity for human beings. Working con-
sciously means moving through working days in a satisfactory state
of enjoyment. There is no reason to accept less—at least for the
long run.

Sometimes what you need is a change, not just a rest. The
work you are doing may be okay, but the physical or social envi-
ronment may not be. It may seem self-centered not to just grit
your teeth and bear a certain amount of misery while working. |
don't buy it. During a STOP, | can reflect on how much | am con-
tributing to my misery. That should definitely be the first step. But
if, in the final analysis, the work itself or the work environment
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needs to be changed, you must summon the courage to make that
change. Some of the most successful people | know have made
such choices and wound up in work that they were better suited
to and enjoyed more.

Don't forget that a STOP is for the purpose of going; the tool
is designed to serve mobility. And the aim of mobility is to move
consciously so that both inner and outer goals are fulfilled. With-
out STOPs, we are much more likely to be the victims of uncon-
scious momentum and blind conformity. One final word: Design
your STOPs to be user friendly. If you let Self 1 impose them on
you as a "should,” you miss the benefit they can bring. Build your
STOPs gradually as you realize their benefit to you, and don't be-
come overly analytical about them.

THINK
LIKEA CEO

I have a computer software package that allows you to view details
of almost every street, road, and highway in the United States. At
the most detailed level, you can cdl up a map that shows where on
a specific street any particular address is located. At the broadest
level, you view a map of the entire United States. To go from the
view of my home street, to a view that includes al the streets of
my town, to a map of Los Angeles, to one of the western United
States, and finally to the broadest view takes twenty "step backs."
And still, 1 can see only the United States.

The human brain has this same capability of stepping back or
focusing in to alow you to view something from the broadest pos-
sible perspective to a narrow focus with great detail. There are
times when you want to take "a big STOP" to view your entire
life from a place where you can see everything without limitation
of a particular space or time. It is from such a vantage point that
you can gain the perspective to reflect on the larger or most fun-
damental questions.

At some point, taking a big STOP is essential to gaining mo-
bility. Core values can be clarified and recommitted to. It provides
a time for getting clear on the purpose that gives direction to al of
your other purposes and for making any changes that will help
you fulfill your most important goals.
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Creating an appropriate "think space" for a big step back is
not aways easy. Often we are so entangled in the mental and emo-
tional frameworks of our current situations that we can't easily
find a way to step back out of them and see other possibilities.
Sometimes it takes a crisis such as being fired, the death of some-
one close to us, or a life-threatening disease to bring us to the
point of examining what our lives are al about. Many people who
survive these crises end up greatly valuing the new thinking and
perspective on life that they have gained as a result.

Taking a big STOP is an alternative to waiting for such a crisis
to provoke fundamental reappraisal of your values, commitments,
and perspective. Most crises can be imagined and doing so can help
you get into a useful think space. "Yes, | could be downsized." It
might be an advantage to consider this before it happens. What
would you do? What kind of work environment would you look
for? What would be important to you in making the decisions that
you would face? Your answers to such questions might be very
valuable to you even if you don't get downsized.

Or, if you are more daring, consider the possibility that your
doctor tells you that you have a condition that will greatly shorten
your life span and allow you only a few years of productive work.
How would your thinking about work change?

These gloomy scenarios are not for the purpose of contin-
gency planning, but to bring into focus the changeability of our
circumstances and the preciousness of the limited time we have.
This perspective eludes most of us while we're involved in our
day-to-day lives.

Who Is the Most Important
Person in"a Corporation?

My executive friend had another way to provoke strategic think-
ing. During one of my tennis court conversations with him, he
asked me a simple question. "Who do you think is the most im-

Think Like a CEO 167

portant person in a corporation?' | was about to say "the CEO,"
when he went on to say, "l think each one is the most important.”

| was familiar with the theory that a chain is only as strong as
its weakest link. | had even espoused it. And | could think of cir-
cumstances in which any person who did something really stupid
could bring down the entire corporation. Nonetheless, | knew |
would consider it more important to consult with the CEO than
with thejanitor.

But then | realized that EF had not asked who is most impor-
tant to the organization—-just who is most important. | had been
conditioned by my culture to believe that "al people were created
equal” but not that al people were equally important. EF then
asked if any person in the organization was more important than
the organization itself. Gradually it dawned on me that he was not
comparing the relative importance of people or groups, but mak-
ing a distinction between the inherent value of any human being
compared to an artificial entity called an organization. | realized
how easily | had come to place importance on organizations over
the people that were in them. An organization is not as important
as any person in it, because an organization is not made up of
people, it is simply an agreement among people. If IBM were dis-
banded tomorrow, al the employees and shareholders would still
be alive. When | looked at it one way, any major company seemed
very big, very important, and very long lasting. It had traditions,
know-how, and wealth. But looked at from the other perspective,
is dl of that worth a single human existence? To EF, the answer
was clear.

You Are the CEO of an Amazing Corporation-EF said he viewed every
single living person as the CEO of a corporation of incomparable
value. As such, each had very important decisions to make. The
corporation he was talking about was the human being. He then
asked me what product | had decided to produce with my corpora-
tion. | had never redly thought about it in that light and | decided
to take a big STOP.
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We Have All Won the Lottery-l began to take stock of my "corpo-
rate resources.” As | looked at everything that was involved in sm-
ply being human, | realized that this corporation was not at al
insignificant. | also felt a growing sense of responsibility and au-
tonomy. As CEO of this incredible instrument, | reported to no
one. | found the exercise gave me an invaluable perspective on my
ultimate mobility and soon | designed a module of an executive
seminar based on it. | invite you to participate in the basic ele-
ments of this module. It starts with a simple question, totally out
of any particular context: "Who do you work for?"

Participants give responses that range from "my boss" "the
company,” “"the president,” to sarcastic responses such as "my
wife" "my kids" "the dog." But some corporate executives give
another answer: "I work for myself."

At this point, | declare that my objective is that by the end of
the module, everyone will be self-employed. A few eyebrows are
raised, and | make it clear that this is not as easy as simply quitting
one's corporate job. | ask the participants to take a big step back
and to use their imagination.

Imagine that one day you win a lottery. In this lottery, the
prize is not money, but a corporation. What you are handed is the
name of the company, ABC, its address, the key to the headquar-
ters office, and an official document assuring you that you are the
owner and CEO. You go to the address, an impressive building
with the name of the corporation on the outside. You find your
way to the CEO's office and sit down in your chair. You know
nothing yet about this corporation that you now own other than
that you are the CEO and fully responsible for al future decisions.
What are you going to do?

Everyone tends to have a similar approach. They know that
their first order of business is to learn all they can about their new
companies. Although priorities for this learning vary, most agree
that they would find out about the products or services being pro-
duced, the market, the human and physical resources, the earnings,
the financial assets, etc.
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Then they list things like major strategies, mission statements,
values, policies, organizational structures, and the software. | re-
mind each CEO that he is now in a position to change anything.
"If any of the people, policies, strategies, values, mission state-
ments, even products, are not to your liking, you can make
changes. You can disband the entire company, expand it, or keep it
theway itis."

Then | ask, "What is the root meaning of 'corporation'?"
Usually someone know's that it comes from the Latin word corpus,
meaning "body." "lmagine then that the corporation you have
won in the lottery is not a business, but a human body. You are
very happy as soon as you hear the news because you realize you
have been "incorporated” in the Rolls-Royce of all bodies. After
al, you could have gotten the body of a grasshopper, a rhinoceros,
a bluebird, or an ant. You ended up with the top of the line, and
you are the owner and CEO. What are you going to do?"

Taking Stock of Inner Resources-What is the "hardware" with
which every human being is born? | ask my seminar participants
to catalog the most important "inner equipment” they have inher-
ited as the proud owner of their company. The first "resources"
they usually acknowledge are physical, including the senses, body
parts, and the brain. Is this "expensive" equipment? What is its re-
placement value? How long was it in research and development
before reaching its current level of evolution? | remind them to
consider the assets of their corporations without comparing them
to any other corporations.

What capabilities are inherent to every human being? There is
the ability for language, reason, intuition, creativity, and imagina-
tion. Very expensive equipment! Very advanced after aeons in re-
search and development. What other qualities and attributes are
part of the potential of being human? It takes a little courage to do
this cataloging without listening to Self 1 say, "But | don't have
this or that quality." But the fact is that if you can see it in any
human being, you have it, too, in some stage of development.
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Here are some of the inner resources listed by seminar partici-
pants as belonging to the hardware of the human corporation.
Which of these would you include as part of your own corpora-
tion? Are there others you would add?

Emoations
Conscience
Appreciation
Wonder

Jy
Happiness
Gratitude
Peace

Love
Beauty
Satisfaction
Fulfillment
Ecstasy
Harmony
Tranquillity
M eaning
Purpose
Choice
Trust
Consciousness
Respect
Humor

Now ask yoursdf these questions:

¢ How much access do you have to each of these
resources?

e How much access do you want?

* Which have you developed and which do you ignore?

* Who is deciding how they will be used?
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« Have you established a clear mission statement for this
corporation?

» Do you have clear policies, values, priorities?

* If so, who made them?

¢ When were they last reviewed by you?

* How are the operating decisions made for this
corporation?

» Do you feel in a position to make any changes you
would like in mission, values, policies, priorities?

The CEO of any corporation would ask such questions as
a matter of course. But do we do the same for ourselves? If not,
why not? Is it that alegal entity is considered more important than
an individual human being? Or is it that we don't feel quite the
same sense of autonomy and responsibility for this human corpo-
ration as we would if we were actually the CEOs of our own
companies?

How Many Sharesin Your Corporation Do You Still OwnIn corpora-
tions, the big decisions are made by the major shareholders. How
are the shares of your corporation distributed? Have you sold
some shares to others, who now have a vote in your decisions?
Have you become a minority shareholder in your own company?

Take a moment to write down your answers to these and the
following questions. Shares are defined as voting rights in deci-
sions that you make about your life. Selling shares means you have
to get approval by someone else before you can make your deci-
sions. It does not mean you have sold shares if you have made au-
tonomous decisions with other CEOs to work together or even to
work for someone else. The issue is whether your individual au-
tonomy has been compromised.

In my seminars, some high-ranking corporate executives re-
port that they control as little as 10 percent of the shares of their
corporations. Others report as much as 100 percent. The median is
just a little over 50 percent. In most cases, | feel that the most hon-
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est and insightful executives realize that they have sold more shares
than they would have liked to believe.

To Whom Did You Sell Sharesand for What?>-Answers vary. One is "
sold for approval or acceptance." Another is "to avoid conflict or
punishment." Other answers include "love" "money," "protec-
tion,” "certainty," "power,” "success," "control," "belonging,"
"sex," "friendship.” One person said, "I've sold shares in my cor-
poration for shares in certain other people's corporations. | think
we have traded shares!” Many people in the seminar laughed and
nodded.

Can YOU Buy Back Shares?-! stipulate one ground rule that is
dightly different from corporate stock law. In the case of the
human corporation, if the original CEO and owner has at least
one share of stock left, he has it in his power to buy back any or dl
of his original shares. This is a special privilege granted to you at
birth along with your right to sell shares. What does it cost to buy
back shares? You have to pay in the same denomination that you
sold them for. If you sold shares for approval, you may risk the
withdrawal of that approval when you buy them back. If you sold
them for friendship, you might risk losing the "triend."

DO YOU Want Your Shares Back?-How many of the sold shares do
you want back? If you have only a minority position, how do you
feel about that? Some people feel okay about it because it makes
them feel less responsible for the condition of their lives. Frankly, |
recognize that questionable logic in myself and think it takes some
courage to admit it. For others, it doesn't take courage; they sim-
ply don't want the responsibility.

Who Is On Your Board Of DireCtOrS?-Most people, however, want to
buy back some of their outstanding shares. | suggest that they do
so at their next board of directors meeting. Who is on the board?
Think about whether you have organized your life into depart-
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ments, each having its own director. There may be a director of fi-
nance, of public relations, of family affairs, career development,
recreation, religion, values, community service. Are your parents
on the board? Your boss? Your spouse or partner? These board
members may not always see eye to eye and some are more loyal to
external shareholders than to you. As CEO, your job is to get the
best possible alignment behind your vision and get as many of
these departments synchronized as possible.

Holding a Board Of Directors Meeting-Seminar participants are then

given an hour to hold an imaginary board of directors meeting.

The CEO makes al decisions about what is on the agenda.
Possible agenda topics include:

» Outstanding shares? Possible decision to buy back.

* Product line. What is it now? Any changes?

* Primary mission statement. Origin? Needs clarification?
 Life priorities.

» Evaluation of mohility.

* Redefining needed? Self? Work? Relationships?

* Any important issues being avoided?

» Regular board meetings? Time and agenda for next one.

In seminars where | have compared the percentage of out-
standing shares before the board meeting to that of a week later,
there has been a significant increase in the percentage of shares
owned by the CEOs. A shift from below 50 percent to over 70
percent is not unusual. This increase comes in spite of the fact that
there are usually afew people who initially claimed they had more
than 80 percent of their shares, but who decrease that estimate
considerably after closer review.

| have seen some executives whose most difficult challenge
was to buy back shares from family members. Still others felt they
had many outstanding shares owned by deceased parents. Others
had sold them to organizations, causes, or institutions. It is not a-
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ways easy to buy back shares. But there is much to be gained from
the reduction of inner conflict and the increase in mobility that
can result. Some people have told me that they could not remem-
ber ever having spent an hour alone when they weren't "doing"
something. They had been too busy taking care of all their share-
holders! The board meeting was a valued experience to consider
what was most important to them.

There was one female executive from California who shared
with me the results of taking this exercise to heart. During her
one-hour board meeting, she came to the conclusion that there
were too many people thinking that they owned shares in her
company. Some were family members;, some were co-workers.
She realized that she had some serious buying back to do and
spent the better part of a weekend deciding just whom she had
sold shares to and what for, and how she was going to give the
message to each shareholder that he no longer had voting rights.
She understood that there was an important distinction between
the right to give an opinion and the right to vote. She also knew
that taking these stands with her former shareholders was liable to
come as a surprise. Especially from family members, she knew she
could expect initial resistance and subsequent testing of her new
policies. | spoke to her several weeks after these conversations were
complete to ask her how everything w'as. She said it had been a
real shock both to her and her former shareholders, but the results
were incontrovertibly positive. "I ended up having much greater
respect from my husband and children as well as my manager at
work," she said. "What is ironic is that | had sold the shares mostly
because | wanted their approval. In my mind, | was risking this ap-
proval with each one of them by taking back the 'voting rights.'
Now | have ended up not only with my shares back, but with
much more respect than | had before. Besides this, there is much
less confusion in my decision making. |1 only have to answer to me.
Certainly, | take the others into account and actually can do a bet-
terjob of this knowing that | am doing it out of the best interests
of my company. After all, the principal product that | have de-
clared this corporation to be producing is love!" She sounded
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considerably freer, less burdened, and more enthusiagtic about her
life.

Summary: Thinking like a CEO-A11 STOPs are for the purpose of
promoting conscious thought and action. They remind us that we
are CEOs of our own corporations and encourage us to think

c E 0 In making an analogy between a corporation and an individual's human body, you are the CEO of a
corporation with amazing inner resources. As such, you are the sole decision maker for the mission,

EXE R c | S E products/services, policies, values, and priorities of this corporation. Here are some questions to consider.

w 0 R Ks H E ET When did you last review these factors under your control? Do you still control all of the shares of this
corporation? If not, what will it take to buy them back? What is on your agenda for your next board meting?

What is your Mission Statement?

What is your primary Product?
What are your Policies and Values?

What are your Priorities?

List your corporation’s Inner Resources: Ownership
% of shares held by others %

What were the
shares sold for?| Holder % Held

Date and Agenda of the next Board Meeting:
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from that executive point of view. STOPs enable us to regain mo-
bility when we have lost it. To the extent that a person genuinely
recognizes that he is a CEO, it becomes easier to view others as
equals and give them the respect due to other sovereign entities.
Be aert to those who want shares in your company for little or
nothing in return. Be alert to the urge to compensate for lost
shares by making an effort to gain a controlling interest in some-
one else's company. Free people make agreements for mutual in-
terest; they don't sdl themselves. Free people have no need to
criticize or dominate other sovereign entities. They only have a
need to protect and preserve their own inherent freedom and mo-
bility.

The starting place and first foundation of the Inner Game of
work is "learning to learn.” The second foundation is "thinking
for oneself.” The capacity for learning and growth without the ca-
pacity for independent thinking is of questionable value. Together,
these foundations support the mobility to achieve one's goals
while knowing that they are truly one's own.

COACHING

\Jcaching is an art that must be learned mostly from experience.
In the Inner Game approach, coaching can be defined as the facil-
itation of mobility. It is the art of creating an environment,
through conversation and a way of being, that facilitates the
process by which a person can move toward desired goals in a ful-
filling manner. It requires one essential ingredient that cannot be
taught: caring not only for external results but for the person
being coached.

The Inner Game was born in the context of coaching, yet it is
al about learning. The two go hand in hand. The coach facilitates
learning. The role and practices of the coach were first established
in the world of sports and have been proven indispensable in get-
ting the best performance out of individuals and teams. Naturally,
managers who appreciate the high levels of individual and team
performance among athletes want to emulate what coaching pro-
vides.

The coach is not the problem solver. In sports, | had to learn
how to teach less, so that more could be learned. The same holds
true for a coach in business.



p<f THE INNER GAME OF WORK

Who Owns the Problem?

One of the first exercises | give in coaching seminars for managers
addresses this question. Breaking into threes, one manager would
play the role of coach, one would play the client, and one would
observe the dialogue. The client would be asked to think of some
issue, skill, or goa he would like coaching on. The coach would
receive no instructions on how to coach. The observer was given
a specific variable to observe and report on.

During the first few minutes of the conversation, the person
being coached—the client—would be very animated, working
hard to present the relevant information about the problem to the
coach. The coach would be in the listening mode. Then, at a cer-
tain point, an abrupt change in the body posture of the two
people would occur. The client would lean back as if relieved of
his problem and the coach would start doing the talking, usually
working very hard to come up with ideas or solutions to the prob-
lem. Typicaly, the client would let the coach do the work with oc-
casional interjections aimed at showing why the solution being
proposed would not work.

The third person had simply been asked to notice when and if
the "ownership of the problem" shifted from one person to an-
other. In amost dl cases their feedback confirmed that after a few
minutes the client had succeeded in handing off the problem to
the coach, who had accepted the lion's share of the burden of
solving it.

Most of us learned this pattern of problem solving at a very
young age. Probably our parents, eager to be "good parents,”
solved some of the problems that should have been left to us to
solve so that we could gain skill and confidence. We come to ex-
pect this kind of help from the coach or parent. We may get an an-
swer, but we don't develop the skill or self-confidence to cope
with similar problems in the future. In turn, we tend to try to val-
idate ourselves as parents and coaches by solving the problems of
our children or clients.
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| learned this lesson twice with my daughter, Stephanie. The
first time was when she was in the eighth grade and came to me
for help with an algebra problem. She opened with the statement,
"I don't get how to do this kind of problem,” throwing her book
on the dining room table.

"What don't you understand?" | asked.

"I don't understand anything," she replied, clearly signaling
that she was expecting me to do the problem for her.

It was one of those problems about how far aboat can travel in
ariver in a certain amount of time. Quelling the part of me that
wanted to see if | could till do algebra, the coach in me took an-
other approach.

"You must have recognized something about this problem to
know that it was the kind you didn't understand.”

"Yeah, it's one of those rate problems we studied. But |
couldn't follow the teacher when she explained it. There's some
kind of formula that you're supposed to use, but I can't remember
what it is"

"Do you remember anything about it?"

"Yeah, it's really smal."

"How small?"

"Oh, | think it's real small. It only has three lettersin it. | think
it's got a d for distance and something for speed of the boat and
then t for time, but |1 don't know the right order of the three
things in the equation."

She was already beginning to sound smart to herself. But she
redly didn't remember the order, nor did she have the understand-
ing to figure it out. She was getting impatient. | did understand
the problem and wanted to help, but | delayed still further.

"You knew one other thing,” | said. "You knew that | might
know how to solve the problem. And | will explain it to you on
one condition. What if | weren't here? Then what would you do?
If you can give me three other places you could find out how to
do this problem, then | will show you." | knew this was a little
painful for her and she thought | was being mean.

"Wdll, 1 could always call Susan or Teddy. They're brains. So
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that's two. | guess as a last resort | could always try reading Chap-
ter Seven in the book. | know it's in there somewhere. So that's
three!"

Severa things were accomplished. Stephanie got her problem
solved. In the process, she recognized that she knew a lot more
than she thought she did and felt capable of finding out what she
didn't know. I might have spent more time with the conversation
than if | hadjust done the problem for her, but | had saved myself
many future hours doing algebra problems. From then on, when
she approached me for help, she would say, "Okay, here's what |
know and here's what | don't know and here's where | could find
out. But you're here and I'd like your help.” | usually felt good
about accepting such an invitation.

Such simple lessons usually need to be learned more than
once, by both sides. Ten years later, Stephanie was having trouble
with her first job away from home. She was studying to take the
real estate exam in Phoenix and working evenings as a hostess and
waitress in a restaurant. She called in tears saying that she was
going to have to quit because she couldn't cope with al the things
that were being expected of her on the job. She was aso begin-
ning to express doubts that she could pass her exam.

Of course, this set off a mgjor alarm in my head. | didn't want
her to quit and be out of ajob. My parental hat was on, not my
coaching hat. | listened to her describe her problem, which she
made sound totally insurmountable. She described about five dif-
ferent tasks that she was having trouble with, including using the
cash register and an adding machine, and telling the difference be-
tween the lemon and the custard pies when they both had the
same whipped-cream topping. The demands for al of these tasks
would often occur simultaneously, and she would get over-
whel med.

"But | am a professional; | ought to be able to handle this," |
thought, and immediately started generating possible solutions in
my head. As | started making each brilliant suggestion, she came
up with an equaly brilliant reason why it wouldn't work. She
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seemed as determined not to find answers as | was to offer them.
The contest went on for some time, neither of us giving an inch,
until finally we both grew tired and were ready for bed.

| was very discouraged as | hung up. As father or coach | had
been unable to help her. Thoughts of how | could have done
things differently kept me awake for hours. Finadly, on the verge of
giving up, a simple and obvious thought came to me like arevela-
tion. "This isn't my problem. It's her problem.” | could hear Sdf 1
telling me that that was a cruel way to think. "After all, she's your
daughter and you are supposed to help." But | stopped thinking
about it, relaxed, and finally went to seep.

The next morning, | woke up thinking more like a coach. |
knew that she could handle her problem and shejust needed to
know that | believed in her (without my telling her, of course). |
called her and asked her to rate her present level of skill on each of
her five tasks on a scale of one to ten, using seven as the level sat-
isfactory to her boss. Her answers were three on the cash register,
four on the adding machine, five on the pies, and seven and seven
on the remaining tasks.

"Can you think of what it would take for you to bring the
four on the adding machine to a seven or better?"

"WEell, there is a spare machine at the restaurant. If | could get
permission to take it home . . . and if | could get one of the other
waitresses to help me with it ... | guess maybe in a week's time |
could bring it to a seven."

She went through each of the other tasks in a similar manner.
| would say little but "What about the pies?’ or "How long would
that take?' or "Do you feel comfortable that would work?' In
fact, | said so little during the entire conversation that she knew
she was doing all the work, and when we said our good-byes, she
didn't even say "Thanks." | took that as a welcome sign that a
good piece of coaching had taken place. | didn't hear from her
again for a few weeks, when she called to tell me she had passed
her exam and was quitting the restaurant to take an opening posi-
tion with areal estate firm.
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Although this seems a very simple example and certainly did
not involve any sophisticated coaching, it points to the huge dif-
ference it makes when the person with the problem owns it and is
made to feel capable and resourceful in finding his or her own so-
lutions. Sometimes the difference between being stuck and find-
ing one's mobility is as simple as that change in point of view,
which, asAlan Kay puts it, is worth at least eighty 1Q points. If the
coach can be instrumental in that change in point of view, a lot
has been accomplished.

Helping the client find the mobility to move toward desired
outcomes is then neither problem solving nor simply giving reme-
dial feedback. Neither is it consulting—the giving of expert ad-
vice. In sports, the coach is not on the playing field with the
players. He can't throw the football. He does hisjob from the side-
lines. The result of his coaching is that the team performs and
learns up to the fullest possible potential. It's about letting the team
succeed and have the confidence they can succeed in the future.

Coaching as "Eavesdropping" on Someone's Thinking Process-Once
you realize that it's not the job of the coach to solve the problem,
the question commonly arises, "Wdl, what is my job—is itjust to
listen?' Yes, for the most part thejob of the coach is to listen well,
but there's more to it. Effective coaching in the workplace holds a
mirror up for clients, so they can see their own thinking process. As
a coach, | am not listening for the content of what is being said as
much as | am listening to the way they are thinking, including how
their attention is focused and how they define the key elements of
the situation. For example, the question "What do you consider
will be the consequences of the proposed action or decision?' is
not about content, but it can make a significant difference in how
one thinks.

Often when | am coaching, | let the client know from the
outset that my role is not to give advice or counsel and that there-
fore | don't need any detailed background information of the
problem at hand. | simply ask the person to start thinking out
loud about the problem and to allow me to "eavesdrop” on their
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thought process. | will ask questions or make comments intended
to help the person clarify or advance their thinking. This relieves
the client of the burden of briefing the coach on the complete
picture, and more important, it does not invite a shifting of the re-
sponsibility for solving the problem to the coach. The client just
starts thinking aloud, and the coach'sjob is to help the person gain
mobility toward his or her desired outcome. Once this under-
standing is in place between client and coach, the conversation for
mobility can usually be completed in a fraction of the time it takes
using the traditional model of coach as problem solver.

Transposing-A Primary Coaching Tool

In the many seminars | give to corporate managers on coaching, |
normally begin with another simple but profound tool introduced
to me by EF. The tool is an aid to communication in general. It is
based on the premise that in any communication, what the person
hears is more important than what the speaker says and that there
is usually a big difference between the two. The better the speaker
can anticipate how the listener is apt to hear the message, the more
possible it is to get the intended message across.

I introduce the transposing tool to managers with the follow-
ing exercise: "Cal to mind a person you believe could benefit by
some coaching from you. This can be someone who reports to
you, or a family member or friend.

"Imagine that the person hasjust received your request to have
a coaching session and is wondering what is going to happen.

"Put yourself in the person's shoes and ask yourself the follow-
ing questions: 'What am | thinking? What am | feeling? What do |
want? "

Most managers conclude that their would-be "coachees" are
having similar thoughts: "I am thinking ... 'l wonder what | did
wrong . . . what hisproblemis.'| amfeeling . . . anxious, defensive,
angry, embarrassed. | want ... to make the meeting as short as pos-
sible and get out with as much of my self-respect as possible."

Then | ask, "And after the person starts thinking about what
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mistakes or shortcomings might be the object of the coaching ses-
sion, what will he start thinking next?"

There is general agreement. There will be excuses, dlibis, or
blame shifting.

The transposing exercise reveals two things. First, if the pre-
vailing cultural conversation about coaching has to do with get-
ting help with something you've done wrong, the client's internal
conversation will be filled with enough fear of judgment and cre-
ative defensiveness to make mobility almost impossible. The coach
would have to be a genius to be effective with such an inner dia-
logue going on. Second, transposing works. It becomes obvious to
everyone that before throwing around the word coaching too liber-
dly in the business environment, it might be a good idea to rede-
fine it. Most athletes actively seek out coaching, while most
people in business try to avoid it. You can show other people by
your example that you are using the word coaching in a very differ-
ent way.

The ability to transpose another person or team is perhaps the
fundamental skill of the coach. It does not necessarily mean that
you agree with the other person's point of view, but you learn as
much as possible about how he might be thinking and feeling. It is
similar to the adage of notjudging a person until having walked a
mile in his moccasins.

The Inner Game really grew out of my effort to transpose my
tennis students before | ever knew there was such atool. The key
question | asked was "What is the player thinking as the ball is
coming?' As | tried to imagine this, | became aware that there was
a lot of thinking and feeling getting in the way of seeing the ball
clearly and hitting it well. It sounded something like this: "I'm
thinking . . . 'Uh-oh, here comes ahard one ... I've got to get into
position . . . get my racket back early . . . I'll put it cross-
court . . . keep it high over the net . . . make sure | step into the
ball with my weight forward. . . . That wind is blowing pretty
strong. . . . Last time | missed a shot like this, Coach said | should
meet the ball early and follow through. ... If | can hit awinner, I'll
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have the game. . . . Wow, there's a lot more topspin on this ball
than | thought . . . better step back . . .

"I'm feeling . . . apprehensive and uncertain ... | doubt that
I'm redly going to pull it off, that | can remember everything |
have to do. ... | hope | might make the shot and fear that |
won't ... | am afraid of losing the game and the match . . . I'm de-

termined to do everything 'right.'

"I want ... to domy best ... towin ... to hit agood shot . . .
to beat my opponent ... to do it right ... to prove mysdf to others
and to myself. . . not to make afool of myself... to look good . . .
to have a good story to tell ... to feel like | did when | hit that last
clean winner ... to avoid repeating the error | made last time | had
a shot like this ... to please my coach."

| aso realized that my instructions and critiques of the student
were contributing to the self-doubt and self-criticism already
ringing in his ear as the ball approached. | was hardly creating a
conducive environment for one's best performance.

It was in transposing the students' inner dialogues at the same
time as | observed their behaviors and strokes that | realized | had
to change the way | coached. The result was that | learned to coach
without judgments and virtually without technical instructions.
The proof that my transposing was helping my communication
with students was evident not only in the speed with which the
learning happened but in the ease and enjoyment of the process.

Using the transposing tool alows the coach to have a richer
picture of the three primary levels of the other person: thinking,
feeling, and will. It is important, however, to remember that at best
you are making educated guesses about how the other person
thinks and feels. It is important to keep yourself open to feedback
and new information, and to be willing to adjust your picture of
the other person's reality. The purpose of transposing is not just to
gain insight, but to be more effective in your communication. |
find it helps me to anticipate how my message might be misinter-
preted and to say it in a way that has a better chance of getting
through.
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Transposing works in most relationships and the advantage
goes both ways:

Parent < child

Wife «->- husband

Teacher «->« student
Salesperson «> customer
Manager ™ boss

Manager <> subordinate
Team player «*-> team player
Opponent #-> opponent
Competitor «-> competitor
Friend ™ friend

Doctor *-* patient
Negotiator <> negotiator
Lecturer " audience
Writer < reader

Using Transposing to Reveal the Underlying Problem-The marketing
team in one division of Coca-Cola designed a new marketing
strategy and presented it to their national team of account execu-
tives. It amounted to a major change in the selling of their set of
products and services. As usual, they spent a good dea of money,
time, and effort in making a very upbeat presentation. The event
was declared a great success because the new plan had been
"bought into" by the account executives without much resistance.

However, three months later, when they were reviewing the
results of the new plan, they were shocked to see that, with few
exceptions, the account executives w'ere not following it. They
gave various reasons for this and alluded to plans for implementing
the new strategy sometime in the future. Yet every account execu-
tive had told the marketing team that the strategy made sense and
they could understand the logic of it. The marketing team felt
frustrated. They wanted to report to their superiors that their new
plan was being successfully implemented.

Coaching Up

I was cdled in for some coaching. They described their situa-
tion in a few sentences. "The account executives had totally
bought into the plan and now are not acting on it, and we realy
don't know why. When we ask, they say they believe in the plan
and will be implementing it shortly. We don't know what to do
short of a typica 'enforcement program,’ which will cost usalot in
terms of money, time, and fedlings."

They probably wanted a solution from me, but | had none. |
asked the marketing team one question: "Have you transposed the
account executives?' They knew of the tool, but hadn't used it.
They did their transposing first individually, taking notes, and then
shared with the team. At the first level, they were dl in agreement
with "What am | thinking?' They al believed that the account
executives had bought into the plan's strategy. They were looking
at me as if they weren't getting anywhere.

They took the next step: "What am | feeling?' Again there
was general agreement, but this time accompanied by a big "ah-
ha" The gist was "l am feeling afraid to try something new ... I'm
afraid it will threaten al the old relationships and loyalties | have
built up over the years ... I'm afraid | don't have the competence
to meet my numbers this way." The marketing managers were
truly shocked that they had not seen this. | encouraged them to
keep going on the feeling level and focus on how the account ex-
ecutives were feeling about the marketing team. The answer was
unanimous: "We're afraid to tell them that we're afraid.”

When | asked them to complete the transposing with "What
do | want?' the answer was again quite homogeneous. "We want
to continue with the old way of doing things and keep the mar-
keting guys thinking that we agree with their program and that we
are making preparations to implement it."

"So how do you now see the problem?" | asked.

"We have two problems. The first is how to help the accounts
feel more confident that they can succeed with the new plan. The
second is how to change the current environment so that the
account executives fedl safe enough to tell us what they are feel-
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ing" was the answer. They agreed that the second problem was
more difficult but was more important in the long run and could
save them many mistakes and much wasted energy in the future.

They solved the first problem themselves in about five min-
utes. It was not hard once they recognized it. The fact that the sec-
ond problem was even acknowledged was a huge step forward in
that particular culture, where no one ever admitted to feelings of
incompetence. The entire session took less than half an hour and
resulted in moving in a very different direction. Instead of facing
the task of "enforced compliance," the marketing team embarked
on a process of removing obstacles to communication between the
different levels in the marketing department.

As is often the case in this kind of coaching, the coach had said
very little, while the team had done alot in a short time. The re-
sult was improved mobility.

Coaching as a Conversation for Mobility

It is essential to the Inner Game of coaching that the coach try to
see from the point of view of the person being coached. By learn-
ing to listen to the client nonjudgmentally, the coach learns the
most important elements of the craft. Learning to ask questions
that help clients revea more and more to themselves is a natural
outcome of such listening. The coach's questions are geared to
finding out information not for the purpose of recommending so-
lutions, but for the purpose of helping clients think for themselves
and find their own solutions. Ideally, the end result of every
coaching conversation is that the client leaves feeling more capable
of mobility.

Inner Game coaching can be divided into three conversations:
a conversation for awareness (getting the clearest possible picture
of current reality), a conversation for choice (getting the clearest
possible picture of the desired future outcome), and a conversation
for trust (in which the client gains greater access to internal and
external resources in order to move from current reality to the de-
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sired future). These principles, awareness, choice, and trust are the
same ones that provide the foundation for learning itself as well as
for focus of attention. In the course of any conversation, aware-
ness, choice, and trust are dl present, though one may be empha
sized over the others.

The Conversation for AwareneSS-The purpose of this conversation
is to help the person or team being coached (the client) increase
awareness of what is—i.e., the important aspects of the current re-
aity. The coach listens both for what stands out to the client as he
views the current situation and for what is not standing out. Using,
guestions or statements that focus the attention of the client, the
coach can make current reality become more distinct and clear. It
is like turning on the headlights of a vehicle and cleaning the
windshield. Remember, awareness itself is curative. The primary
tool is focus of attention on the critical variables.

The coach can start with a very broad question, such as
"What's happening?' and then narrow the domain of observation.
"What are you observing about the customer while you are pre-
senting the benefits of your product/service?' "Did you observe
anything in particular from the expression on his face or from his
body language?' "How did you know when he was receptive to
what you were saying or when you were hitting some resistance?"
"What is your reaction and action when you notice that resis-
tance?' These questions must be asked in a context of nonjudg-
ment, or they will provoke defensiveness, not increase awareness.
Awareness questions do not require answers to be effective. The
clients express their awareness as it is. The degree of awareness in-
dicates whether more attention should be paid to that variable or
not. As aresult of this conversation, both the client and the coach
become more aware of the awareness of the client. The seed of
each question is usually embedded in the previous response. In the
process, the client automatically becomes more conscious about
how to direct attention in the next experience. As in al coaching
conversations, the point is simply that both client and coach be-
come more conscious and more mobile.
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Some open-ended questions for the early stages of the conver-
sation for awareness are listed below:

* What's happening?

What stands out?

What do you notice when you look at x?

How do you feel about this situation?

What do you understand about x? What don't you
understand?

* How would you frame the underlying problem?

* How would you define the task?

What are the critical variables in this situation?
How do they relate to one another?

What are the anticipated consequences of x?
What standards and time frame have you accepted in this
task?

* What has been working? Not working?

The Conversation for ChOJCe-The primary purpose of this conversa-
tion is to remind the clients that they are mobile—that they have
the capability of choice and can move in the direction of their de-
sired ends. If the conversation for awareness starts with the basic
question "What's happening?," then the conversation for choice
asks the fundamental question "What do you want?' Awareness is
about the present; choice is about the desired future state.

The coach is committed to helping the client find his true
commitment. Sometimes this means believing in alevel of accom-
plishment that is well beyond what the client currently exhibits.
Part of the art of coaching is to be able to sense the underlying
commitment of the client's Self 2 and not to buy into Sdf 1's lim-
ited concepts of what is possible. However, it is notjust a matter of
indiscriminately setting the bar ever higher. One can set the bar so
high that it becomes an interference to Sdf 2 rather than a recog-
nition of its true abilities.

The coach asks questions that help the client get as clear as
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possible a picture of what he wants to do. Questions are asked that
require the client to step back and consider the purpose behind his
desired goal and not just the goal itself. In this conversation the
client generates and compares, considers consequences, and makes
commitments. It is aso a time for looking at conflicting desires
that might have to be resolved before true mobility is obtained.

The following are some of the common opening questions |
use in the conversation for choice:

« What do you really want?

* What do you want to achieve?

» What are the benefits of x?

* What would be the costs of not pursuing x?

« What would it look like in y weeks, months, years, from
now?

* What don't you like about those ends?

« What would be a fulfilling means of getting there?

* What changes would you like to make?

» What do you feel most strongly about in this situation?

* Who or what are you doing this for?

* How does this fit in with your current priorities?

« Do you have any conflicts about this course of action?

* What would success in this endeavor mean to you?

* What alternative possibilities can you consider?

And one of my most-used questions to myself or a client:
* Why would you want to do that?

I find the conversation for choice is most useful in separating
the Self 2 desires of the client from the various Self 1 "agendas of
the others in us." This enables clients to make choices to move in
sync with their own purposes and therefore have a chance of
achieving true mobility. The word commitment is often defined by
clients as obligation—a commitment to others that is not con-
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nected to their commitment to themselves. True mobility can be
achieved only when a person's commitment to others is in fact
connected to and derived from his primary commitment to him-
self. This is especialy difficult for people working in a corporate
environment. But when the client can find this kind of alignment
of purpose, there is a harmony of motivation that can provide the
fuel and clarity to overcome great obstacles in the pursuit of great
challenge.

Conversation for Trust—Perhaps the most important outcome of any
coaching conversation is that the client ends up feeling respected,
valuable, and capable of moving forward. It is a basic trust in one-
self and one's potential that gives a person the belief that he can at-
tain mobility. The client feels resourceful, i.e., able to access both
the inner and outer resources necessary to reach the goal. The
coach does not undermine the confidence of the client by inap-
propriately being the answer giver, the problem solver, or the
judge.

Continuing with the image of a car to represent mobility,
awareness is like the headlights that enable vision, choice is the steer-
ing wheel, and desire is the fuel. The client, as the driver, has al the
inner resources of a human being—including the ability to learn
and trust, the key to accessing those resources.

Since trust in oneself is a natural attribute of al children, the
job of the coach is to help the client unlearn the doubts, fears, and
limiting assumptions that inevitably accumulate over time. Trust is
perhaps the most delicate of the coaching conversations, and the
most critical to the Inner Game. This is the conversation where
self-interference is minimized and recognition and confidence in
one's capabilities is enhanced.

The Conversation for Trust Calls for Unlearning of One's Inner Obsta-
cles—I believe the conversation for trust can best be held by a coach
who has become familiar with his own inner obstacles and has
made some progress in overcoming them. | never thought Babe
Ruth, for example, would have been a good baseball coach. He
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might just say, "When you see the ball coming at you, swing your
hardest and hit the ball over the fence. That's what | do." Natural
ability is one thing. Experience overcoming the doubts and fears of
the mind that prevent access to one's abilities is another.

It is in creating an environment that minimizes interference
with potential that the uniqueness of the Inner Game coach
comes forth. Often, it is what is not said, rather than what is said,
that creates this environment. It is in not judging, not overin-
structing, not overcontrolling, that clients realize that their own
hands are on the steering wheel and that they may have more ca-
pacity and intelligence than their Sdf 1 s had let them realize.

There is no cookie-cutter way of learning this skill as a coach.
It is the natural consequence of facing one's own inner obstacles
and then learning to put oneself in the shoes of the client. Perhaps
the greatest benefit the Inner Game coach brings to the conversa-
tion is to trust clients more than the clients trust themselves. And
having that trust in the client can be achieved only by having
learned an increasingly profound trust in oneself. 1 know that in
my case, my trust in myself was seriously undermined by many
factors in my upbringing that taught me to believe in amost
everything else but myself. It was only because | was fortunate
enough to run into some really good coaches, including EF, that |
was able to gradually recognize the imperative of trusting what |
now call Sdf 2. Although most of my coaches didn't call them-
selves coaches, the best had this one thing in common—they
made me believe in myself, in my value, and in my capabilities—
especially the capability to learn.

Below are a few questions that can be helpful in the coach's
conversation for trust:

 If you could do it any way you wanted, how would you
go about accomplishing this task?

» When have you succeeded in a challenge similar to this
one?

« At your best, what qualities, attributes, capabilities, do
you bring to the situation?



'194 THE INNER GAME OF WORK

 Direct acknowledgment by the coach of some of the
above.

Where could you find the help you need to accomplish
this task?

What's the most difficult aspect of this task?

» What is your understanding of this situation?

* What first steps do you see?

How comfortable (confident) do you feel about doing x?
What would it take to make you feel more comfortable?
What did you like most about the way you accomplished
this task?

One of the biggest problems in the modern corporate envi-
ronment is the breakdown of trust in the individual. When one
can't trust oneself or one's environment, it is not easy to recognize
one's true capabilities or current limitations. Instead, people end
up accepting tasks that are often beyond the capabilities of the in-
dividual or team without anyone feeling confident enough to say
s0. How many times in the corporate environment do you expect
that you will hear someone saying, "l believe that that is beyond
my present capabilities," or simply, "I don't know how to do
that"? Yet only by being able to assess one's competencies accu-
rately, without either Sdlf 1's doubt or its inflated bravado, can one
expand capability. The acceptance of tasks or standards that are out
of one's reach sows self-doubt just as failing to accept challenges
that require stretching and learning confirms self-doubt. In the
conversation for trust, the coach provides the safety and encour-
agement that helps the client find the appropriate level of chal-
lenge to accept.

Coaching Mobility: A Synthesis of the Three Conversations-By using
these three conversations, the Inner Game coach helps the client
gain mobility. He helps a stuck client get unstuck, and circumvent
both inner and outer obstacles. Whether the client is an individual
or ateam, the coach keeps the client focused on both the outer and
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the Inner Game goals, helping provide a constant synthesis and bal-
ance between the two. The outside job gets done and the person
doing it enjoys and learns in the process. At dl times, the client's
hands are on the steering wheel. The client remains the driver of
his own vehicle, while the mobility coach remains the passenger.

The three conversations are not necessarily conducted in any
particular order. Elements of each are contained in the other.
Usualy, | find that an extended coaching conversation will cycle
through each conversation many times at different levels. What is
consistent is the environment of nonjudgment, trust, and purpose.
Within that environment, there is room for creative and unex-
pected movement toward the chosen god. Both client and coach
can learn a great deal from the coaching conversation.

The coach brings to al these conversations a point of view
that is hopefully not as caught up in the performance momentum
as is that of the client. Because the coach is not "on the team” op-
erationally, it is often easier to establish a stepped-back perspective.
Standing outside the assumptions and demands of the perfor-
mance momentum, the coach can help the client to STOP: step
back, think, and organize before proceeding.

Functions of an Inner Game Coach

No description of the functions of a coach can replace learning
from experience. The following, however, is a partial list of func-
tions of an Inner Game coach that may serve to clarify the direc-
tion of the coach or provide critical variables for the coaching
process.

The Inner Game coach helps clients:

 ldentify beneficial learning goals.

 Identify critical variables to assist with focus.

» Keep learning, experience, and performance goas in
balance.

» Grant themselves mobility.
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* Remain in the CEO's chair and retain all their shares.

» Recognize outmoded assumptions and definitions.

» Keep task and purpose in sync.

« Be more aware of both time and task completion.

¢ Keep in touch with feeling, intuition, and creativity.

» Develop people skills—balance team and task integrity.
¢ Improve skills.

» Access inner and outer resources.

« Keep workload, ability, and time in sync.

¢ Identify and overcome blocks to mobility.

The Inner Game coach:

« Encourages acceptance of mobility.

» Fosters a nonjudgmental environment.

Provides | earning/coaching tools as appropriate.

» Provides another perspective and source of insight as
needed.

A Toolbox for the Inner Game Coach

All the tools and concepts in this book are as applicable to coach-
ing as they are to learning. | like to think of this next section as a
starting toolbox for the coach. It contains some tools we've already
discussed (in which case I've provided a page reference) as well as
some new information on control and feedback.

* FOCUS OH Critical Variables-This is a principal tool (see pages 62-
77) for the awareness conversation. It accomplishes two things at
once—reducing Sdlf 1 interference and giving useful feedback for
performance and learning.

Critical variables can be identified for any situation or activity.
It is best to limit the number of variables to seven. A maximum of
seven more specific subvariables can be identified for each general
variable. This enables the focus to be as broad or as narrow as ap-

Ccaching 197

propriate to the desired goals. Using an example from tennis, the
movement of the tennis ball could be considered a general vari-
able, with speed, trajectory, direction, spin, and height as the sub-
variables. Likewise, the general variable of "customer need" can
be broken down into more specific subvariables, such as cus-
tomer perception of benefits, urgency, affordability, and offerings
of competition.

A variable is not an instruction to do something. It is a focus
for attention. The coach listens to the client talk about a given sit-
uation or activity and notices what is and is not being paid atten-
tion to. By answering questions such as "What do you notice as
you look at x or consider y?," coach and client become more at-
tuned to the contents of the client's awareness. This alows both to
focus attention to bring about greater clarity and learning.

e STOP—AII coaching could be considered a use of the STOP tool
(see pages 144—164). Coaching generally occurs before an upcom-
ing task or project (the setup conversation), during a pause in the
action of the task, or afterward (the debriefing). During a STOP,
coach and client have the time to set goals, identify critical vari-
ables, and transpose, in order to maximize the learning from the
upcoming work experience. After the given work experience, a
debriefing can be held to help assimilate and maximize the bene-
fits of the learning.

« Transposing—The coach not only can transpose clients (see pages
183-188), but can increase the clients' awareness of key people
with whom they interact by having the clients transpose them.
Many of the interteam or interpersonal conflicts that | have seen
interfere with work can be resolved as team members learn to use
the transposing tool. Once the clients are familiar with the tool,
the coach can simply employ a simple request, "Have you trans-
posed Bob, Mary, the customer, the end user?' Coaching the
transposition so that it has sufficient depth and richness comes
with the experience of using the tool.
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* The Control Questions—There are three questions that | find indis-
pensable as a coach. All three address the issue of control. They
help the client focus on what is controllable and let go of what is
not. 1 don't always use them in the simple form given below, but
they are usually embedded in any coaching conversations, espe-
cially the conversation for trust. The questions should be asked in
this order:

* What don't you control here?
* What have you been trying to control?
» What could you control that you have not?

The first question gives a person the chance to recognize that
there are probably many variables in a situation that he does not
control. Take an example of any business conversation between A
and B w'here A is trying to "make a point" or "sdl an idea" or
convince B of the wisdom of a certain course of action. B could
be a boss, a customer, or a co-worker. A might think that he is
quite smart and skilled at presenting his case. But how many of the
factors for success does A actually control?

Here's a partial list:

A does not control B's attitude or receptivity to the idea.
A does not control how well B will listen to A.

A does not control B's motivation, needs, or priorities.
A does not control B's time availability.

A does not control whether B likes A.

» A does not control B's ability to understand A's point.

A does not control how B is going to interpret A's
communication.

A does not control whether B accepts A's point in the
end.

A may try logic, facts, or fancy show-and-tell techniques. B
may either comply, setting up a future "buyer's remorse" situation,
or determine not to be talked into anything.
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A could get angry and demand an answer.
B could get stubborn and say no.
What are some of the factors that A could control?

* His attitude toward B.

* His attitude toward learning.

» How receptively he listens to B.

» His acknowledgment of B's points.

» His use of aggressiveness.

 His respect for B's choice to accept or decline.

» His homework regarding B's needs, values, desires;
transposing B.

» His respect for B's time.

¢ His own expression of enthusiasm for his idea.

The amount of time spent speaking versus listening.

Obvioudly, each of these factors that A does not control is an
important factor in how B responds to A's communication. A be-
gins to realize that there is alot that he simply is not in control of.
This can be a humbling reality check for A.

Here is alist of some of the things that A was trying to control:

A asked B for the appointment and indicated the amount
of time needed.

» A gave B a genera idea of the subject matter beforehand.
A carefully outlined his arguments and the benefits to B.
A did his homework to gain background knowledge and
information.

A had decided that he would be as aggressive as necessary
to gain acceptance.

Each of these factors could help A succeed, but obviously
could not guarantee success. In his desire to control the outcome,
A might aso try to control some of the factors that he doesn't
have control over and in so doing will probably work against his
success. For example:
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A, not getting immediate acceptance, might try to
"force" agreement.

B feels the pressure, starts to resist, looks for reasons for
not accepting.

A's assertive management of the variables that are in his con-
trol will not guarantee that B will accept the idea, but might
heighten the probability and contribute something positive to A's
ongoing relationship with B.

In sports as well as in business, | have found that much of the
resistance to change comes from trying to overcontrol. A golfer
tries too hard to control the flight of the ball and his muscles over-
tighten and cause aloss in control. This is like a manager who tries
to overcontrol his subordinates. They "overtighten" and resist tak-
ing responsibility. The result is a lack of real control over desired
outcomes. True responsibility is a matter of choice and cannot be
controlled; it has to be taken willingly.

Feedback—Feedback is often considered the primary tool of the
coach. What is usually meant by feedback is "evaluation of perfor-
mance." Although this function can be beneficial, it makes the
coaching relationship vulnerable to becoming judgmental. There
are two other kinds of feedback that are useful and that are not
part of the traditional concept of performance evaluation.

The first is feedback as a mirror. The point is for the client to
become more self-aware. The coaching questions alow the stu-
dent to get increased feedback from his direct experience of both
the action and its results. For example, "What were the conse-
quences of x?' "How did you feel about y?" "What are your pri-
orities here?' "How much time did z take?" "How much has this
project cost to date?' "What has been accomplished thus far?"
None of these questions imply a right or wrong answer. They in-
vite the client to become more aware of what is.

The second kind of nonevaluative feedback is that in which
the coach says what he notices. If the player says, "I think my
weight was mostly on my front foot when | made contact with the
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bal," the coach might say, "It looked to me like it was mostly on
your back foot. Why don't you hit another and check it out?"
There is no judgment of the Tightness or the wrongness, just a re-
port of what was observed by the coach. Likewise, a coach can
share perceptions and insights about any work situation for the
sole purpose of increasing awareness or provoking thought on the
part of the client without being evaluative. However, many people
have a difficult time hearing an observation from another person
without assuming that there is an evaluation embedded in it.
Knowing this, the coach can make the necessary effort to commu-
nicate that nojudgment or evaluation is intended.

Finaly, evaluative feedback can be useful to the client in some
cases, if it's done with care and is grounded in fact. This is espe-
cialy true when the client is having difficulty making a clear or
accurate self-evaluation. When giving evaluative feedback, the
coach should exercise extra caution to limit the evaluation to the
performance and avoid the possible perception ofjudging the per-
son. Again the coach must be aware that the client's Self 1 may just
be waiting for the chance to turn an evaluation of performance
into an evaluation of self. When this is alowed to happen, any
benefit from the feedback about performance is liable to be lost by
the damage done by negative self-evaluation.

When evaluative feedback is called for, it should obey some
common ground rules. It should be

* Directed toward the deed, not the doer.

» Grounded in observation of fact.

» Made against previously agreed-upon standards.

» Made by a person competent to make the assessment.
Made in the interest of heightened mobility, i.e.,
improved clarity or future action.

Self-Coaching

| am often asked the question, "Is it possible to coach yourself?"
On the one hand, the answer is no. The advantage of a coach is
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that he is offering a different set of eyes and a different perspective,
in some cases holding up a mirror. The value of coaching lies pre-
cisely in the fact that the coach is not you and can see things dif-
ferently. Otherwise, the coach would clearly be redundant.

On the other hand, the answer is yes. If coaching is creating an
environment in which a person learns and performs, then we are
al doing that for ourselves dl the time. Unfortunately, our Self 1 s
are usually the ones creating the environment in which we per-
form and that is not aways conducive to being our best. One of
the advantages of external coaching is that by listening to a good
coach, we can more easily ignore the overly critical and control-
ling voices of our own Sdf 1's One of the primary functions of
the coach is to help the client improve the internal dialogue he
carries around with him and that influences how he learns and
performs when the coach isn't around. So perhaps the best answer
to the question is yes. It is ultimately most important that we im-
prove our own capacity for self-coaching. And to that end, peri-
odic good coaching from another can be very helpful.

Executive Coaching as a Self-organizing Initiative-l have seen many
corporations try to "roll out" courses on executive coaching, only
to find that it took a great deal of effort, time, and money to train
coaches, and that there was relatively little responsiveness on the
part of those being coached. Failure of these programs can usually
be attributed to two factors: (1) the coaches are trained as coaches
but not as learners; and (2) the learners aren't shown the benefits
of being coached, nor do they accept responsibility for their own
growth and development.

Recently, | was asked by Mel Bergstein, CEO of a rapidly
growing strategic consulting firm named Diamond Technology
Partners, to help design the company's learning strategy. A leader
in the application of digital technology to business strategy, this
partnership had made a conscious commitment to learning and to
the professional development of their consultants as well as their
clients. The company wanted all consultants trained in coaching so
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that they could better develop the capabilities of al their project
teams. They also believed that the coaching skills learned would be
beneficial in their client work. People who are paid to have an-
swers do not aways find it easy to learn the skills that dlow the
client to come up with his own answers. There is a specia chal-
lenge in coaching consultants how to coach.

So we took a different approach. After an initial presentation of
The Inner Game of Work to the consultants, | asked for volun-
teers who would be willing to participate in a research project di-
rected toward applying Inner Game principles to consulting
practices. Each participant would do "research" on some specific
application that was of high interest to him or her personaly. The
results of their findings would be made available to anyone €else in
the company who was interested. There was to be no further
course work. All the research would be done in the laboratory of
the participant's own work experience. The participants would set
the goals of their own research, ask their own questions, and come
up with their own answers, the practicality of which would be
tested in their own experience before being shared with others.

The participants were told that the research would be entirely
of their own design. Furthermore, since the learning was to take
place from their interaction with their own work experience, the
only extra time required after outlining their project goas was to
engage in the "learning brief" and "debrief" on either side of a
selected work experience (see "The Experience Sandwich," p. 00)
Each would have available to them telephone coaching (initially
from myself) as well as group coaching conversations once every
two weeks until the process became self-generating. After an initial
commitment of one hour per week for a month, each participant
would be free to leave or continue with the project according to
its perceived individual benefit.

The design was very simple and involved little logistical sup-
port or expense. Participants would have a firsthand experience of
the benefits of this approach to learning, would have the chance to
share their discoveries with their colleagues, and without making a
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conscious effort to do so, would learn the basic skills of coaching.
My direct involvement as coach ended as soon as the research be-
came self-generating among the initial participants and they took
on the coaching role with new researchers. The growth of the
project was spontaneous and involved almost no organizational
control.

The first step after volunteering for the project was for each
researcher to come up with a research objective. To help with their
selection, the following three questions were asked: (1) What are
you most interested in right now?; (2) What is your current work
experience "trying to teach you"?; and (3) What, if learned, would
most benefit you and your colleagues? The next step was to select
work activities that would serve as the laboratory for their research
and critical variables to use as a focus of their attention.

Here's an example of the kinds of research intially selected by
participants:

Researcher 1:

Area of Research: Understanding client need

Research Objective: Gain in ability to think with the client's per-
spective

Perceived Obstacles. Focus on results at expense of process

Research Experience: Direct client meetings; problem-solving
meetings with team

Selected Critical Variables: Client thought process; number and
kind of questions | ask

Learning Tools: Transposing; control questions; STOP

Initial Findings. "Following my interest in how others think in
ways different from the ways | think, | started asking more and
better questions. This produced better answers and a sense of
greater collaboration. Meetings were perceived as more interesting
and of greater value. | got better results with less stress and found a
surprisingjoy in this kind of learning. | was especially surprised to
find that my team members appreciated meetings more because |
seemed more interested in their thinking than injust giving them
the benefit of mine."
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Researcher 2:

Area of Research: Client presentations

Research Objective: How to maintain composure and access to
abilities during high-pressure presentations

Perceived Obstacles: Anxiety and self-doubt

Research Experience: High risk: new-client sales presentations,
medium risk: project presentations with ongoing client work teams;
low risk: nonbusiness presentations on martial arts

Selected Critical Variables: Client interest level/my degree of
composure

Learning Tools: Transposing; redefining

Initial Findings: "When | focused more attention on the client,
| found mysef less self-conscious. My responses were more
intuitive, and the client seemed to feel more respected. As a con-
sequence, my confidence grew. Practice in the low- and medium-
risk activities eventually alowed me to feel more composed
during the high-risk situations. | aso learned that | was creating
most of the pressure in my own thinking."

Researcher 3:

Area of Research: Multitask planning

Research Objective: How to simplify planning process in com-
plex, highly interdependent tasks

Perceived Obstacles. Perception of too much to do with too lit-
tle time; maintaining clarity of priorities in highly detailed and
complex tasks

Research Experience: Moving through my daily to-do lists

Selected Critical Variables: Self-directed versus other-directed
tasks; degree of complexity of planning process; amount of plan-
ning committed to paper

Initial Findings: "I was surprised to find that my planning was
much more complex in those tasks that | perceived | 'had to do'
compared to those that | did because | felt they were important.
This led to the exploration of how | unconsciously sabotaged
those tasks that | felt somehow coerced into doing. It's raising
some very interesting questions about how | select the work | do.
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The amount of time | am spending creating written plans is de-
creasing, and my feeling of accomplishment at getting done what
isimportant isincreasing."

At the time of the writing of this book, it is too early to eval-
uate the long-term benefits of this initiative. But the early results
are encouraging and show that it is possible to initiate a grass-roots
learning initiative with very little organizational presence or con-
trol.

At first most of the researchers experienced some difficulty re-
membering the learning context. It was a new kind of practice
and required self-discipline without the usual organizational in-
centives. Good intentions notwithstanding, they found that the
path of least resistance was to fall into performance momentum.
What helped in the initial part of their learning curve was using a
research notebook in which they recorded their briefing and de-
briefing thinking. They also needed the support of regular tele-
phone coaching sessions, which gave them the chance to share
difficulties as well as successes. The coach learns to anticipate the
swing from high expectations at the outset of any new endeavor to
bitter disappointment at seeing the habits and obstacles of the past
exert their force.

But once the researchers began to see the benefits of the time
spent, and established the new practices as part of their work life,
mobility began to be self-evident. They then felt confident to in-
vite others on their teams to participate in the project and began
to coach them. This increased the reminders coming from their
immediate work environment. It began to be more "normal" to
hear conversations among work teams about what they were
exploring and finding. The numbers of participants increased,
which created a demand for coaching. The initiative spread spon-
taneously and at its own rate, without the normal resistance met
by most organizational change initiatives.

Coaching cannot be done in a vacuum. If the learner doesn't
want to learn, it doesn't make any difference if the coach is a great
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coach. Coaching is a dance in which the learner, not the coach, is
the leader. The best way the coach can learn the role is by know-
ing what it is like to be a learner who experiences the benefits of
being coached.

Recently, Bill Blazek, the editor of a business journal called
The Executive Coach, conducted an interview with me on the sub-
ject of Inner Game coaching in business. I've included severa ex-
cerpts from this interview that highlight some of the aspects of
coaching not yet covered and underscore others that bear repeat-

ing.

BB: Why, in your opinion, has coaching become such a hot
topic in the business and corporate worlds?

TG: Because learning has become more important. In the so-
called knowledge age of business, the critical competitive factor is
how well and how' rapidly you can grow your people.

Therefore, the first and constant task of the coach is to keep
the responsibility for learning with the client. In the Inner Game
approach to coaching, this means that the client not only is willing
to learn from the coach but has accepted personal responsibility
for learning from his or her day-to-day experience.

BB: In your view, should managers be coaches?

TG: They should learn to coach. But that does not mean they
should abdicate their primary commitment to produce business
results through people. A manager/coach learns to wear different
hats in different conversations. As a manager, he might tell the
team, "Here's what we must accomplish, these are the standards,
thisis the time line, and these are the available resources." With his
coaching hat on, he might say, "Now that you are clear about your
performance goals, what are you going to need to learn in order to
achieve them?' As coach, the primary commitment is to integrity
of teamwork and the development of the skills necessary to ac-
complish the performance goas. The coach is someone with
whom you have to feel safe to disclose your shortcomings, your
mistakes, and your personal aspirations. For this reason, in some
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environments, the coaching and managing functions are per-
formed better if done by different people.

BB: So the manager is responsible for setting clear goals, while
the coach helps the employee reach the goals?

TG: Yes. The coach aso helps the individual or team make
sure that individual, team, and corporate goals are as aligned as
possible so there is minimal conflict among the three sets of goals.

BB: What kind of business problems do you see the Inner
Game helping with?

TG: Those problems that involve the human dimension. There
are more human problems than ever and they are usually solved by
managers who are more used to solving the problems of systems
and projects. In the past century, workers were molded and folded
into business systems and processes. In this century, such a strategy
won't work. Business systems must harmonize with the processes
of how human beings work best and grow best, not the other way
around.

BB: So, by paying more attention to the Inner Game in a cor-
porate setting, the systems—the ways things are organized and the
strategies used—will begin to blend with the human factor.

TG:Yes, | believe so. The more business leadership recognizes
that people really are their most important resources, the more
they will adapt business systems and models to what works for the
human being. Managers will have to become more than project
managers. They must develop a new level of people skills to be
able to cope with workers who find themselves under greater
pressure for results yet need to feel safe enough to learn and grow.
I find it ironic that heightened competitive demands in the new
century are going to require that business mentality become much
more of a human mentality. Before, leaders may have been able to
succeed without much skill or concern about human vulnerabili-
ties and feelings. Now, they won't succeed without both profound
understanding of and the ability to deal with the human factor.
Threat of being fired will no longer be sufficient to ensure coop-
eration. The best workers will be independent thinkers who, if

Coaching 209

they don't like how they are being treated, will simply find better
work environments.

BB: | went to Ohio State during the reign of the great Woody
Hayes, and you could plainly see how his players were afraid of
him. Vince Lombardi was another with a mince-no-words coach-
ing style. But today there is a broad spectrum of coaching styles
between the "hard" and the "soft" approaches. Where does the
Inner Game lie on this spectrum?

TG: Style is one thing and substance another. The important
thing is that the care be there. The coach has to care about the per-
son being coached and the person needs to know it. Then there
can be a time for both hard and soft styles. | have been on the re-
ceiving end of the mince-no-words approach when it really
helped me because | knew | was not being personally attacked.
There have aso been times when | have needed a more receptive
and encouraging approach. So much depends on the situation and
the relationship that has been established between coach and stu-
dent. | don't believe that a good coaching relationship is ever char-
acterized by fear. Fear will generally cause self-interference and
lessen one's maximum performance. The relationship should, | be-
lieve, be one of mutual respect and trust, one in which the coach
has the best interests of the client in mind.

BB: This makes me think of a coach more like John Wooden.
He seems to me to have led more by his values than by dominat-
ing his players through fear.

TG: | know John Wooden and have talked with him about
this. | know he commanded great respect from his players even
though he was quite soft-spoken. | aso know he could be very di-
rect and put up with no nonsense from his players. | believe he
earned a great deal of respect because he was such a student of the
game. As a result, he was perceived as embodying the quality of
humility and at the same time a genuine authority. This combina-
tion provided a coaching environment that produced the best col-
lege basketball records ever.

BB: Talking about the hard-versus-soft approach to coaching,
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there are some people who believe that in order to improve, we
have to focus on the negative and stop kidding ourselves. They
seem to argue for a tough love approach in the performance area.
How do you address this concern?

TG: Wéll, it's fine to be tough so long as you are sure the love
is there. It's really easy for it not to be tough love at al, but tough
anger, tough criticism, and tough revenge. As | said, the care and
respect of the coach for the student have to be clear. The more ob-
vious they are to the student, the tougher the coach can be. But if
you get too tough with someone who doesn't trust you, you will
kill the very thing you are trying to activate. You will sow more
self-doubt than self-confidence. So the coach who cares has to be
wise about when to be tough and when to be nurturing.

BB: One of your ideas that | find most intriguing is that you
say that coaching doesn't require expertise in the subject matter.
This flies in the face of conventional wisdom. Would you tell us
why you think this way?

TG: First, | should say that there is nothing wrong with the
coach having expertise in the subject matter so long as it isn't used
to make the client feel stupid or keep him from doing his own
learning. When you know alot, it's dl too easy to start teaching. But
coaching is not so much about telling the client what you know as it
is about helping him discover what he aready knows, or can find
out for himself. Teaching takes along time and is about imparting
knowledge. Coaching can be viewed not so much as a process of
adding as it is a process of subtracting, or unlearning whatever is getting
in the way of movement toward the client's desired goal.

BB: Can you give an example of a coaching conversation
where the coach doesn't have expertise?

TG: One example that comes to mind is the time that | gave a
presentation on the Inner Game to the Houston Philharmonic
Orchestra. After a brief presentation, they wanted a demonstra-
tion, and the tuba player volunteered. | play no musical instrument
and had never heard a solo tuba. When the tuba player arrived on-
stage, | asked him what he would most like to learn.
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"What | find most difficult is articulation in the upper range,"
he said. | had no idea what he was talking about, but asked him to
play a passage. It sounded good to me, but he shook his head, ob-
viously not pleased with his performance.

"What did you notice?' | asked, knowing | didn't really have
to know anything myself, because | was going to rely on his
knowledge.

"It wasn't so clean."

"How did you know?' | asked.

"That's an interesting question. | can't actualy hear it when it
happens because the bell of the tuba is too far from my ear. But |
can feel it in my tongue," he reported, getting me close to the crit-
ical variables | needed to use as a focus of attention.

"What happens in your tongue?"

"Wadl, in difficult passages like this one, with upper-range
notes, it often starts feeling dry and a little thick.”

| had everything | needed. "Play the same passage again, but
this time don't try hard to keep the articulation clean. | merely
want you to notice any changes in the degree of moisture in your
tongue as you play the passage.”

He played the same passage and | could detect no changes.
They both sounded good to my untrained ear. But the rest of the
orchestra got up out of their seats and gave him a standing ovation!
And the tuba player had a satisfied and somewhat surprised smile
on his face.

Without showing any particular interest in his results, | asked
him what he noticed about his tongue as he played the passage. "It
stayed moist the entire time,” he said, "and it never felt thick."

"Why do you think that was?' | asked, though | was already
formulating an answer in my head.

"I felt more relaxed. The pressure was off when you said don't
try hard for clean articulation and | was very curious to notice
what was happening with my tongue.”

"Maybe when you feel the pressure,” | added, "the anxiety
dries out your tongue a little and makes it feel thicker. There isn't
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much pressure when you are focused on what's happening. You
just let go of a little fear, and Sdf 2 knew what to do."

BE: So the coach, without having technical knowledge, can
help the client get around whatever is blocking his best perfor-
mance.

TG: Yes. You don't want to assume clients know more or less
than they actually do. You want to be accurate. Define the gap be-
tween what is known and what needs to be known. Then paying
close attention to experience will usually get rid of the interfer-
ence, and whatever learning is necessary to close the gap can take
place. Maybe the person needs to go to a teacher if there is a
knowledge gap. Maybe the gap can be closed by learning from ex-
perience. What the coach provides is the nonjudgmental aware-
ness so that the learning can take place in either case.

BE: | can see that coaching conversations like that needn't take
very much time.

TG: That's true. If the coach does not play the role of teacher
or problem solver, it doesn't take too much time. Once trust is es-
tablished and both student and coach understand the process, ef-
fective coaching can happen in the space of a single question. A
short conversation that sets the learning context before a given
learning experience and a short debriefing afterward is al that is
required. It can be a highly leveraged activity—short on time and
long on payoffs.

BE: Talking about time, | would say that sooner or later, every
client who wants coaching needs help with time management.
How would Inner Game principles apply to that situation?

TG: In the first place, time management is a misnomer. No
matter what we do, time moves along doing what it does, unaf-
fected by us. We have no choice but to stay in the present. We can't
live one moment into the future or relive one moment of the past.

So the best we can do is manage what we do with the time we
have. Here there are afew critical variables: (1) knowing how long
the things you do take you; (2) knowing how much of your time
you have already committed, so that you don't commit more than
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you have; and (3) being aware of how your use of time matches up
with your priorities. By simply becoming more aware of these
three factors, without judgment, and without pressure to move
faster, a person can be helped to make the best use of time. Usu-
aly, when | ask people to simply observe these variables, they are
surprised at how unaware of time they have been. As the awareness
grows more accurate, improvements in efficiency and focus are au-
tomatic. Then time can actually be perceived as afriend and not as
the enemy.

BE: One last question: How would you recommend a person
who wanted to become an executive coach learn this art?

TG: There are three ways to learn coaching. The least impor-
tant is the theory and training you might receive. You can read
about coaching or take a coaching workshop. But the two impor-
tant ways are from the direct experience of coaching and of being
coached. Coach as much as possible and ask for coaching as much
as possible. Learn from both what works and what doesn't work. If
you don't like being coached, you probably won't be a good coach
for others. My clients have taught me the most about coaching—
not by telling me how to coach, but by responding as they did to
me. | pay attention to these responses as well as to my Self 2 feel-
ings and intuitions.

Regardless of the learning environment, | aways cover the
three coaching principles of awareness, choice, and trust. Increased
mobility on the part of the client follows naturally.

As corporate leaders become more aware of the implications
of change on their organizations, they realize that learning must
be a core value of their corporate culture. As a result, they look to
coaching as the most cost-effective means of developing learning
skills in their employees. Nowhere is this more apparent than in
companies who are at the leading edge of Internet technology and
e-commerce.

The emergence of Internet technology and its impact on tra-
ditional business practices create steep and critical learning curves
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for many executives. They can no longer delegate technology is
sues, because those issues now have profound strategic implica-
tions and often demand radical changes in every part of business.

Effective executive coaching can help senior managers ded
with these enormous learning curves. Coaches can aso help the
technical people make their presentations easier to understand for
employees without technical expertise.

An example of a company that understands this need for
learning and coaching isViant Corporation, an emerging Internet
service firm headquartered in Boston. Not long ago | was urged
by their chief technical officer, Tim Andrews, to have lunch with
Bob Gett, the CEO. From the company's beginning, Mr. Gett
made the creation of a learning culture a top priority. He estab-
lished a program in which every single employee had a coach,
called an "advocate," to personally help him or her with profes-
sional and career development. In addition to the Advocate Pro-
gram, their Quick Start program put every new hire through a
rigorous three-week educational and orientation program before
starting work.

"The only way to maintain a clear perspective on the rapidly
changing technical environment is to be constantly learning, and
to care deeply about the changes in that environment and their
impact on clients,"” Gett told me.

His most pressing concern was making the learning programs
keep pace with an anticipated growth rate of close to 100 percent
per year over the first few years. It normally took a year for new
employees to offer the quality of service expected by clients. Gett
wanted to cut that time to six months, while not sacrificing any
quality of service.

| was asked to train the advocates, most of them senior man-
agers, in the Inner Game methodology of coaching. During a
two-day course they practiced coaching each other, and they saw
that coaching was neither advice giving nor problem solving, but a
process of facilitating their clients' thinking while enhancing their
own abilities to observe and learn.
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The senior managers agreed that when the people they
coached were dlowed to think for themselves, they solved their
own problems and any improvements made were longer-lasting.
The principles of awareness, trust, and choice empowered them
and had the additional benefit of relieving the coach of unneces-
sary burdens and time requirements. Many managers found them-
selves applying these coaching methods to their personal lives as
well, and they could see that commitments to learning on both
the personal front and the professional front reinforced each other.

Perhaps the most profound challenge in most work environ-
ments is to go beyond developing individual learning skills and
practice learning together as a team. This requires a total reversal
of the mind-set "look how smart | am" to that of "look what we
can do together.” In a rapidly changing work environment, the
strengths of many individuals must be combined in a cohesive and
synchronized effort. Functioning in teams, individual employees
must subordinate many of the motivations and mind-sets that have
earned them recognition in their individual endeavors to that of
the interests and purposes of the team. Employees who feel they
have something to prove as individuals will find it very hard to be
effective members of such teams and may lose their foothold on
the corporate ladder.

But whether working with teams or individuals, an effective
coach is a critical player in the creation of a dynamic, accessible
learning culture.
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THE
INHERENT
AMBITION

This book has been an attempt to look anew at the most basic
premises underlying how we work in our culture. It has suggested
that when we work, much of the time we are being driven by fac-
tors we are not conscious of. The goa has been to learn true mo-
bility, to work consciously, and to be free human beings while
working. This last chapter is a discussion of desire—the force that
fuels dl work. Desire is the most personal, most important, and yet
most difficult factor to put our fingers on. It is the very heart of
our guest.

In the Beginning, There Is Desire

What is the impulse that moves us to purposeful action? What is it
that motivates or drives our work? We tend to give more thought
to how well we are working, what we are accomplishing, or how
to get better results. Seldom do we reflect on what is the generat-
ing force behind our work itself—what fuels our movement to-
ward our work goals.

Some might think this question is too obvious to be worth
asking. Others might think it is too deep to address here. Perhaps
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it is both. In either case, it is not an easy topic, but | know of no
other that is more important. | believe that desire is at the heart of
the matter of work, and perhaps of all things human. It is often
said that "where there is a will, there is away." But we spend most
of our time trying to understand "the way" and very little time
trying to understand the source of "the will."

I confronted the issue of desire one day when | was thinking
about the question "What initiates the golf swing?' Some say the
hands; some say the shoulders; some say the torso. Then | realized,
"No, what initiates the swing is the desire to hit the ball. If there
were no desire to hit the ball, there would be no swing." A person
might ask himself, "Where do | want to hit this ball?* Then he
might visualize the ball flying through the air and ending up in the
middle of the fairway. But where did that vision come from? Was
it merely a thought that produced the vision, or was it a want that
could be felt? This line of inquiry led me to look for the source of
desire—whether one is hitting a golf ball or working on a project.
It led to the simplest and most important lesson of the Inner
Game: It all begins with desire.

Reflect on these questions about desire as it relates to working:

* How clear are you about what you want?

* What do you really want?

» How connected do you feel to your passion, to the
wellspring of your desire?

* Have you ever felt more connected? When, and to what?

» Asyou look at your different desires, do they seem to be
aligned or to be pulling in separate directions?

* Where do your desires come from—thought or feeling?

* How clearly can you distinguish your desires from the
expectations of other people?

» To what extent do you feel you are "steering” your
desires versus being driven by them?

* Do you feel free while working?

» What does being free mean to you?
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* Do you desire to be free?
e« How do you know?

"What DO | Want?'-This is one of the most basic and important
human questions. "What do | really want?" is an even more im-
portant question. If the answers to these questions are not clear to
you right now, where can you go to find them? Can they be found
in a book, through a friend, or by thinking about them? For most
difficult questions, we can find an expert who has studied the sub-
ject. But who has studied the subject of what you want? Are you
not the only expert on that? We each have to answer the question
of what we want individually and independently. And we have to
do our own research.

Where will | go to do this research? Probably, | will go to that
great library that sits on top of my neck and | will start thinking.
Maybe the answers will include "I need to work to earn my living,
to pay my bills, to feed myself or my family ... to support my life-
style ... to survive ... to succeed and be recognized ... to make a
contribution ... to make a difference ... to be normal ... to be a

good father, mother, person ... | am expected to work ... | have
to make something of myself ... | have obligations and | have re-
sponsibilities ... | work because | have ato-do list amilelong . . .

In fact, | have too much work to do to take time to ask myself
about what | want."

Many of the "wants' we think of first are actualy based on
underlying "don't wants." We want ajob because we don't want to
starve. We want money because we don't want the consequences
of not paying our bills. We work hard to make a good impression
because we don't want to look foolish or to be looked down
upon. | want what others around me want because | don't want to
feel uncertain or alone. Perhaps the head is not the best place to
look for the answer to the question of what | really want. It's usu-
aly filled with conflicting messages. Perhaps there is another place
to look.
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"Where |s My Desire?'-Where does our desire come from? Can we
locate thefeeling that we cal desire? Where can we look for the
feeling that generates our desire to work? If we could find where
the feeling was, would it have something to tell us about what we
really wanted?

In many ways, we are in kindergarten on the subject of desire,
even though desire is a factor that motivates every life activity as
well as every aspect of work. Discovering our desire may take a lit-
tle time, a little patience, and even a little soul-searching. So | am
asking you to persevere even though it may be new territory.
Finding your core desire and ambition can provide your core in-
dependence as aworker. It can provide the fuel that makes mobil-
ity possible. It can make work a fulfilling experience instead of a
frustrating and stressful one.

Felt Desire-At root, is desire a feeling or a thought?

Is it possible to connect consciously with my core desire?
Maybe | can't get there by thought alone but mustfeel my way to
it. lsn't that the way | did it as a child before | started thinking? |
wanted food when |felt hungry, drink when |felt thirsty, and sleep
when I felt deepy. | didn't have to think about those wants to know
when | had them or when they were fulfilled.

I am interested in connecting with my felt desire in work. |
want to gain better and better access to the generator of passion.
As | make that declaration, | can't help but notice some anxiety
arising. It seems safer to continue working as usual. Why rock the
boat? What if | find | have no true desire to work? What if | find
| don't really feel any desire for what | have been pursuing al
along?

In my dictionary, the word desire has a very simple meaning—
"strong want or longing." It sounds as if it refers to a feeling more
than to a thought. What image is evoked by the word desire as you
hear it alone? If you were in a bookstore and found a book with
the single-word title Desire, what would you guess the book was
about?
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| was surprised to discover how few words in the English lan-
guage refer to strong desire. Those that do, like passion, drive, and
desire itself, are most usually associated with sexual desire. Such a
poverty of language often is a sign of poverty of meaning. Our lack
of vocabulary reflects a lack of distinctions and contributes to a
cultural blind spot.

IS Desire Trustworthy?-! don't know about you, but | was brought
up to believe that my wants or desires were less than trustworthy.
Ideal s were trustworthy. Reason was trustworthy. Desires were sus-
pect. They pulled me away from reason and from "our" ideals. Of
course, it was never quite explained where | was supposed to get
the desire to follow the ideadls. The implied motivator, of course,
was fear—fear of the consequences of not following the ideals—
fear of not being accepted, sometimes fear of "eternal suffering.” |
imagine that these same fears motivated those who were passing
the ideals on to me.

| was taught that whatever | wanted | should surrender it to
"God." Do what "God" wants, not what you want. That was the
safe and true road. Of course, | didn't really know what "God"
wanted, but there were always plenty of people more than happy
to speak on his behalf. The message was clear: What "God"
wanted and | wanted were at different ends of the spectrum. And
"God" was very big and | was very small, and he held in his hands
the ultimate in rewards and punishments.

At first, | decided that | could get a hint about what "God"
wanted by letting it be the opposite of what | wanted. If | wanted
to talk, he must want me to be quiet. If | wanted to play, he
wanted me to study. If | wanted to sleep, he wanted me to wake,
and if | wanted to stay awake, he wanted me to go to sleep. After a
while, it didn't make sense to check what | wanted because what-
ever it was, it wasn't going to be the right thing to do. So | learned
to avoid this conflict by doing what was expected of me. To ac-
complish this end only required thinking and | grew increasingly
separated from the feeling of my own desire.
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In college, | was introduced to the revered champion of psy-
chology, Dr. Sigmund Freud. He spoke convincingly on the idea
of God being little more than a substitute father figure. But unfor-
tunately, Dr. Freud had no more regard for the validity of human
desire than the religions that he criticized. | understood him to say
that my deepest desires, seated in my "libido," were animal in na-
ture. They wanted mostly to conquer and to have sexual gratifica-
tion. My desires were highly uncivilized and would be devastating
to myself and to others if | alowed them expression without re-
straint.

The understanding | took away was that desire was ill not
trustworthy and, though it shouldn't be repressed, it had to be
"redirected" toward culturally acceptable ends. According to Dr.
Freud, we have some sophisticated mental equipment that keeps
us from knowing too directly what that libido really wants in the
first place. Then we have another piece of equipment that enables
us to alter, or sublimate, those base desires into civilized ones such
as creativity and productivity and, of course, civilized "love

The message was that if it were not for what | learned from
society, | would be an untamed beast. But if | am given the right
books to read and told the right things by parents, teachers, and
the venerable institutions of my society, | can transcend my beastly
desires and learn to be a "responsible contributor to society."

As | look back on the cornerstones of my conditioning, | see
to my surprise that the atheist Freud and my religious upbringing
were fundamentally in agreement. Both assumed that human na-
ture was basically bad and in need of control from outside. Freud
told me | needed "civilization" and not religion. Religion told me
| needed obedience to the precepts and laws of its "God." Both
agreed that my desires would get me into trouble. My religion told
me I'm bad, but "God" will save me; Freud said I'm "bad" at the
core, but "enculturation” will save me. Bottom line: | shouldn't
trust my desire. And if | can't trust my core desire, is it really pos-
sible to trust myself? The answer was no—that which is trustwor-
thy is not you, it is outside of you. All you have that you can trust
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is your reason, which will dictate that you should follow the social
good. But if desire was bad, what was going to fuel my effort to
obey reason? The unspoken answer was the same as the answer in
childhood—fear. "Be responsible and be productive, or else ..."

Such a fear-based mental construct increases reliance on exter-
nal sources of control. These external controls become internal-
ized as Sdf 1 concepts that judge both desire and behavior. As |
lose touch with Sdlf 2's natural instinct and am subject to the var-
ious cycles of Sdf 1 interference, there is a great price to pay in
terms of human dignity, enjoyment, expression, and capacity for
excellence.

Is There Natural, Self-Generating Ambition?-Maybe the most obvious
word for the desire that motivates work is ambition. But this word
has a somewhat negative connotation. Even my Webster's dictio-
nary is ambiguous about its first meaning: "an eager and some-
times inordinate desire for something." My American Heritage
Dictionary reflects the same ambiguity: "an eager or strong desire to
achieve something, as fame or power." The famous funeral oration
of Mark Antony comes to mind: "The noble Brutus/Hath told
you Caesar was ambitious;/If it were so, it was a grievous
fault;/And grievously hath Caesar answer'd it."

Grievous or not, ambition is a word that refers to a desire or as-
piration of great strength. When it is called "blind ambition," it
connotes a narrow focus that disregards the rights and legitimate
concerns of others. It suggests aso that the desire is so strong that
it will not easily be deterred by the conflicting expectations or
opinions of others or by priorities of less importance.

When | asked my son, in his first year of college, how he re-
sponded to the word, he replied, "Without it, you don't get off
your ass!"

What | like about the word ambition is that it refers to a desire
that is strong and comes from within. You don't think of teaching
ambition. If you'll pardon the play on words, | like to think that
we could call one's inherent desire czm-bition, defined as a strong
desire that comes from who | am.
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To achieve an ambitious goal requires great effort that must
come from great desire. When we set goals, whether as individu-
as, teams, or entire companies, we spend time and effort looking
at the direction of our goals—i.e., what we want to achieve and
how to achieve it—but not time examining whether there is suffi-
cient desire to sustain the required effort to overcome the obstacles
and carry through to fulfillment.

It has always been clear in sports that excellence requires de-
sire. Taent and brains without the heart never win. So too, work
requires ambition, and great work requires great ambition. Perhaps
the reverse is even more true. Great ambition requires great work
to be undertaken. If ambition is inherent in us in childhood, then
what has happened to it? What have we done with it?

An Early Ambition to Excel-As a ten-year-old, | had a natural ambi-
tion to excel at touch football. It was one example of a desire that
my environment (teachers, parents, and friends) supported. No
conflict. My father would take me to Golden Gate Park in San
Francisco to see football games during the days when Frankie Al-
bert played for the Forty-niners. | was relatively small myself and
admired this talented and fearless five-foot-ten quarterback.
Watching him play football inspired my desire. | wanted to play
like him, right then and there. Sometimes after the game, before
the sun went down, | would be out on the street with the "gang,"
fading back to pass, left arm stretched out before me gauging the
lead to give my receiver for a touchdown pass. Pure ambition.
What | saw was what | wanted.

What is important to me about this is that no one had to tell
me to try to pass like Frankie Albert, or teach me how. What | saw
was a possibility and nothing told me | couldn't do it. There was
no voice in my head that said, "He throws fifty yards and you only
throw twenty.” No put-down, no limitation, no inadequacy. Only,
"I want to do it like that." And on occasion, my pass floated into
the outstretched arms of my receiver for a touchdown with the
same precision and the same results. The point is not that we can
benefit from models, but that something within us can respond,
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can be inspired, and can then perform at ever-higher levels. It is
that inherent capability I'm talking about. What matters is not
how it works, but that it exists.

Our inherent ambition is the treasure of our treasures. With-
out it, no amount of talent and ability can produce value for the
individual or society. Passion can be directed toward many differ-
ent ends. One person might direct it toward fame in order to earn
recognition and a sense of importance, another toward riches to
ensure purchasing power, yet another toward political power. A
mother and father might direct their passion toward their family.
Many people may be ready to tell you how to direct your ambi-
tion, but they are not you. They can't know what you really want
or what you should be listening for.

Listening for Felt Desire

Iswork what | want or is it what | do when | have to stop doing
what | want? Can | connect more strongly with the inherent
ambition | felt as a child? | can at least decide to learn to "listen”
for it.

An Experiment in Listening to the Voice of Self 2-Perhaps | could do
an experiment, an exercise in listening directly to that felt desire. |
could listen for what it has to say without preconception and just
write what comes without censoring. | could do this experiment
here and now and let the reader possibly eavesdrop. If | could learn
to listen and write from this desire, it would be a step not yet taken
in my own Inner Game.

/ want to sing my song. | don't have timefor anything else. Let this writ-
ing be worth my time.

These words are a surprise, yet they ring true. | feel more re-
laxed and my breathing is more noticeable. | can see that thereis a
choice to be made. | can listen to my thinking about what to write
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next, or | can listen to this feeling. | wonder if | dare let this feel-
ing lead me to the words | am to write. Am | ready to acknowl-
edge this feeling, granting it authenticity? It speaks as if it has
something to say to me. Something different from what | might
think of writing. What if | tried to connect with it? It feels as if |

would have to relinquish a certain kind of control. Why do | hes-
itate? | don't know what "song" it will sing. Will it make sense?
Will it be acceptable? To my reader, to myself? | feel more vulner-

able than usual. | don't know what to expect.Yet | also feel excited
by the possibility.

I will go with that feeling, go where it takes me, and listen to
its song. Maybe that song will have something for me and for the
reader. | don't know. | claim no mastery that can guarantee that
these words will reach their mark. | will choose to stay true to this
feeling, and follow where it takes me. | will write the words to the
song that | hear there. | will continue to listen to this felt desire. |
will try not to cheat it and make it into something it is not.

[ am not a dlave to anything. | do not work under pressure. | am someone
who has something to reveal and who wants to reveal it. | amfree and |
only work freely.

Brave and confident words from this voice that seems so faint
and gentle. It appears so much smaller than the voices demanding
that 1 must get my work done. It is distinctly different from the
voice of obligation and duty that counsels me to meet my respon-
sibilities to others. That voice comes through loud and clear. The
one | am now listening to has another tone and another message.

Be responsive to me. | am the feeling of you. | am original. | am where you
can find joy in your minutes and hours.

| work for myself. | love what | do. | consider work one of the most
wonderful opportunities of being alive. Work is my play. But it is play with
a purpose. The purpose is mine. It is not your publishers’; it is not even
your readers. | am not just the author in you, the source of creative efforts.
| am the you in you. | like expressing myselfin many kinds of work.
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What is also surprising me about this voice is that it is speaking
in the present tense. It is not saying, "I want to be free" It is say-
ing, "l am already free." | continue to listen to what it has to say
to me.

[ don't mind that there are deadlines. | don't mind that there are demands.
They are thefacts of the game you play. | don't mind thefact that when |

play tennis, there is a winner and a loser, lines on the court, and a net to hit
over—any more than | mind staying on the road when | am driving a car.

Constraints in themselves don't bother me. They are like the banks of a
river. 1just like toflow, and | sense the ocean | amflowing toward. The
riverbanks, the rocks, the changing slope of the riverbed, even the dams
along the way, have nothing to do with the ocean | move toward. | flow be-

cause it is my nature toflow. | may not seem strong enough right now, but
| do build up my own momentum. Drop by drop, | become quite aforce.

That's part of my nature, too.

Every time you listen to me, a drop is added to my river, and | grow.
Drops become a rivulet. A rivulet meets with others and becomes a stream
and soon a mighty river. This is how my desire grows. From a spark of in-
terest tofelt desire to a passion. With patience and some trust, | can become
a river ofpassion.

This voice rings true to me. It is both familiar and unfamiliar
at the same time. | pause to consider my choice. | am suddely
aware of the worried voice of my Sdf 1. "But what about your
commitment to time lines? What about outlines and organiza-
tion?"

| reply, "There is a time for that stuff, and this isn't it."

"But you are procrastinating. Y ou are getting behind intention-
dly," the voice says accusingly.

| have been around the corporate workplace enough to know
that I am not alone in this tendency to let the immediate take pri-
ority over the important. Isn't the feeling of being burdened and
pressured by "all that's on my plate" a part of work for millions and
millions of people? And behind al these pressures, there's the ever-
present financial implication of not getting thejob done on time.
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Do | have a choice? Is feeling pressured an inevitable part of
work? Must | simply put up with it and work on? The gist of
everything | have written thus far is that | want something else. |
desire to work freely. | desire to work in a mode that is quite dif-
ferent from being under pressure to get my work done. | know
that | will never succeed in getting all the work done. The pile of
unfinished tasks may decrease, but then it will build up again. Is it
possible for me to get work done without feeling pressured? Is
there another way? "Yes.Y ou can work smarter and get more done
in less timeg," says a rather superior-sounding voice in my head.
Thank you, Mr. Consultant. | appreciate your advice. "You have
to get better organized and then grind it out piece by piece," says
another. Thank you, Mr. Taskmaster.Y our advice is al too familiar.
| don't discount that there is wisdom in what you say. But there is
one part of me that doesn't completely buy into this conventional
advice. It is the quiet desire that | sensed when the demands in my
head were not so loud. Let me quiet down and listen again for the
voice of my desire.

Demandsfrom outside are there. Don't deny them. But see if you can't
have themjoin our stream. We have been moving along pretty well in the
past few minutes. We are moving in the right direction. You are enjoying
this and some readers will benefit. Your deadlines will be met or perhaps
they will not. Thefuture is not entirely controllable. But let all your moti-
vations join my river instead oftrying it the other way around. Bring them
along. | don't mind a little mud in my stream. | know how to use every-
thing that enters me. My movement has a way of letting the mud settle to
the bottom. In my river of freedom, the muddy waters of your pressured
work will be clarified.

On the eve of your last day on earth, you will finally have no pres-
sures. But it will be too late because you will also have no time. No time at
all to know what freedom is. No time to know how a free man works or
plays. No time to know me. | am really worth getting to know. Do it now.
Join this river now.You can.

You have a choice about who you are working for, the outer demands
or for me—the me that is you, the me that is alreadyfree. There is one
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other choice—to ignore that you have a choice. But then you will be the
force of that other river of demands—or rebellion against them, which is
just a tributary oj the same muddy water.

You are liberated the moment you step across my boundary.You arefree
to come and to go at your own choice. But come. Come simply because you
like it here. Come simply to be free. Understand the success in that.

I have a client meeting in a half hour. There is not much time
to prepare. | feel vulnerable to the pressure of "not enough time."
I just want to keep things simple. | want to keep awake. It's impor-
tant to me. Let's see what happens . . .

After the meeting, | return to my office and | take a short
STOP to reflect on the meeting. It had been as magical as when
playing my best tennis in the zone. The same economy of effort
for the results produced. | asked only a few questions and listened
fully to the client, who came up with ideas we both considered
original and practical. Nothing from the outside would have
seemed that remarkable. The meeting was devoid of any inner or
outer conflict. | thought that if all my meetings were like that, |
would not be worn down by the end of the day.

Later in the day, | receive afax from the client. "For so long, |
have been feeling like a robot at work. Every day working me-
chanically and efficiently. Working, working, working! Our meet-
ing woke up a part of me that has been so lifeless and has made for
a happier heart. Thanks . . "

It's not uncommon to feel like a robot at work. Sometimes |
console myself with the idea that mechanization can feel like effi-
ciency But should | be consoled or disturbed by this mechanical
efficiency? | tell myself | am working efficiently if 1 get the job
done and in good time. Others will agree. Efficiency is measured
in terms of external results. But what about the other results? How
efficient was this work in terms of human results, in terms of the
impact of work on the worker?

This is the heart of the matter. Aslong as | define work as what
is accomplished externally, it is bound to be a one-dimensional re-
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ward. But when | acknowledge that work makes a definite impact
on the worker, it is a multidimensional game. Do you think you
can count on your boss or supervisor to be interested in whether
or not you are "working free," or whether you are becoming like
a robot? Probably not. But doesn't that distinction make a huge
difference to you? The robot in me can accomplish many results
that bring compensation in terms of dollars and reputation. But
without self-reflection and without awareness of my intrinsic na-
ture as a human being, neither external results nor external com-
pensation can measure the true value of my time.

Freedom from and Freedom For

I am an Irishman. And we Irish are famous for our rebelliousness.
Whatever restricts the individual or assumes authority over it is
fair game for rebellion. Yet the the freedom | seek cannot be won
by merely pushing against the bars of the cage. The freedom | seek
is not so much a "freedom from" asiit is a "freedom for." | remem-
ber the poignant example of a young bird that was placed in a cage
with other birds. At first, it incessantly flew against the bars of the
cage trying to get out. Its owners consoled it, pointing out the ad-
vantages of easy food and water, the nice swing, and the shiny mir-
ror. Pretty soon the bird accepted its fate and stopped trying to get
out. Then one day, alarge bird alighted on the top of the cage and
opened the cage door. Some of the other birds saw the open door
and flew out. But our young bird didn't understand its meaning.
He had forgotten how to fly.

The urge to work freely is not just about freedom from exter-
nal constraints. It is not just about freedom from too many de-
mands or not enough supplies. It is about gaining inward mobility
as well as external mobility. It is about freedom to enjoy, to grow,
and to be fulfilled. It is the freedom of the self that really is impor-
tant—the one that since birth has wanted to enjoy and learn in
everything it did. It is very easy to lose touch with our inherent
selves in the face of external demands and especially while impor-
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tant institutions or people tell us that they are the most important.
When we are surrounded by this message for years and from many
different directions, it is difficult not to begin to believe it and to
forget the sdf that has been largely forgotten by al but our closest
friends. It's clear that the only way to remedy this situation is to
begin to be our own close friends.

| give free rein to this long-quieted voice within me. It grows
even more bold. | will not censor it. It speaks to me, and to you, if
you care to eavesdrop.

Workers of the world, the chains that bind you are not held in place by a
ruling class, a "superior” race, by society, the state, or a leader. They are held
in place by none other than yourself. Those who seek to exploit are not
themselves free, for they place no value in freedom. Ww is it that really em:
ploys you and commands you to pick up your daily load? And who is it
that you allow to passjudgment on the adequacy of your toil? Who have
you empowered to dangle the carrot before you and threaten with disap-
proval? Who, when you wake each morning, sends you off to what you call
your work?

Is there an "l want to" behind your "I have to," or have you been so
long forgotten to yourself that "I want" exists only as an idea in your
head? Ifyou have disconnected from your soul's desire and are drowning in
an ocean of "have to," then rise up and overthrow your master. Begin the
journey toward emancipation. Work only in such a way that you are truly
self-employed.

Ask yourself serioudly, Do | have a master other than myself? Whose
commands do | obey and what is the threat that stands behind these com-
mands? The bonds to your internal master may be more difficult to break
than any external chains. These are the less visible chains that bind your
thought and your passion.

If one day you were to find the key to these chains in your own hands,
would you open the gate and leave? Even if you were placed outside your
prison by a benevolent hand and told you could leave, would you start
looking for another safe prison? Saying "I want to be free" is easier than
really wanting to befree.
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S0 ask again, who are yourjailers? Does the voice of your jailer seem
to be that of yourfather, who perhaps was speaking in the voice of hisfa-
ther? Do you know where these commands had their start? Was itfrom a
man-made god with rewards and punishments? Or was it a "god" of soci-
ety whose public opinion you must embrace and whose approval you crave?
These areformidable gods. Have you worshiped them for what they offer?
Have you checked outfor yourself what they actually deliver?

If you work, choose to do so without compromising yourself. Can you
afford to do otherwise? Doesn't each moment of your life spent in servitude
to meaningless demands take away a measure of your most precious re-
source, your time? Grant yourself hope. Ignite theflames of your determi-
nation.

Do not waitfor society, your company, your boss, or yourfellow work-
ers. Do you have the time to wait? Befree yourself. Look notfor permis-
sion or agreement, for you are alone. Look notfor recognition outside of
your own.

Work begins and ends with desire. All eforts to work free must even-
tually find their roots in one's own deepest urge. Only the voice that comes

from that desire can steer you in the right direction. To workfree, we must

each learn to listen to its promptings. It is never too early or too late to
begin such ajourney.
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