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• The Control Questions—There are three questions that I 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. I 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 wrhere A is trying to "make a point" or "sell 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
• A does not control
• A does not control
• A does not control
• A does not control
• A does not control
• A does not control

communication.
• A does not control

end.

B's attitude or receptivity to the idea.
how well B will listen to A.
B's motivation, needs, or priorities.
B's time availability.
whether B likes A.
B's ability to understand A's point.
how B is going to interpret A's

whether B accepts A's point in the

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.

Obviously, 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 a lot that he simply is not in control of.
This can be a humbling reality check for A.

Here is a list 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 general 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 also 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, I 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 a loss 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 allow 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 I made contact with the
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ball," 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 no judgment or evaluation is intended.

Finally, 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-
cially 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 of judging 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 allowed 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

I 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
all doing that for ourselves all the time. Unfortunately, our Self 1 s
are usually the ones creating the environment in which we per-
form and that is not always 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 Self 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, I 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

Coaching 203

that they could better develop the capabilities of all 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 always find it easy to learn the skills that allow the
client to come up with his own answers. There is a special 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, I 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 personally. 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 goals 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 I ask
Learning Tools: Transposing; control questions; STOP
Initial Findings: "Following my interest in how others think in

ways different from the ways I think, I 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. I got better results with less stress and found a
surprising joy in this kind of learning. I was especially surprised to
find that my team members appreciated meetings more because I
seemed more interested in their thinking than in just 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 I focused more attention on the client,

I found myself 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 allowed me to feel more composed
during the high-risk situations. I also learned that I 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 I perceived I 'had to do'
compared to those that I did because I felt they were important.
This led to the exploration of how I unconsciously sabotaged
those tasks that I felt somehow coerced into doing. It's raising
some very interesting questions about how I select the work I do.
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The amount of time I am spending creating written plans is de-
creasing, and my feeling of accomplishment at getting done what
is important is increasing."

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 several 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 howT 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,
this is 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 goals. 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 also 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, I 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
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they don't like how they are being treated, will simply find better
work environments.

BB: I 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. I have been on the re-
ceiving end of the mince-no-words approach when it really
helped me because I knew I was not being personally attacked.
There have also been times when I 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. I 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, I 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: I know John Wooden and have talked with him about
this. I know he commanded great respect from his players even
though he was quite soft-spoken. I also know he could be very di-
rect and put up with no nonsense from his players. I 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: Well, 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 all, but tough
anger, tough criticism, and tough revenge. As I 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 I 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, I 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 a lot, it's all 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 already knows, or can find
out for himself. Teaching takes a long 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 I 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. I play no musical instrument
and had never heard a solo tuba. When the tuba player arrived on-
stage, I asked him what he would most like to learn.
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"What I find most difficult is articulation in the upper range,"
he said. I 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?" I asked, knowing I didn't really have
to know anything myself, because I was going to rely on his
knowledge.

"It wasn't so clean."
"How did you know?" I asked.
"That's an interesting question. I can't actually hear it when it

happens because the bell of the tuba is too far from my ear. But I
can feel it in my tongue," he reported, getting me close to the crit-
ical variables I needed to use as a focus of attention.

"What happens in your tongue?"
"Well, in difficult passages like this one, with upper-range

notes, it often starts feeling dry and a little thick."
I had everything I needed. "Play the same passage again, but

this time don't try hard to keep the articulation clean. I 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 I 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, I 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?" I asked, though I 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 I was very curious to notice
what was happening with my tongue."

"Maybe when you feel the pressure," I added, "the anxiety
dries out your tongue a little and makes it feel thicker. There isn't

2I)
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much pressure when you are focused on what's happening. You
just let go of a little fear, and Self 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: I 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 all that is
required. It can be a highly leveraged activity—short on time and
long on payoffs.

BE: Talking about time, I 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 a few 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-
ally, when I 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 a friend 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. I pay attention to these responses as well as to my Self 2 feel-
ings and intuitions.

Regardless of the learning environment, I always 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 deal
with these enormous learning curves. Coaches can also 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 is Viant Corporation, an emerging Internet
service firm headquartered in Boston. Not long ago I 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.

I 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 allowed 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 I 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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T,his 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 goal 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 all 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 quest.

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 I know of no
other that is more important. I 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 a way." 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 I was thinking
about the question "What initiates the golf swing?" Some say the
hands; some say the shoulders; some say the torso. Then I 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 I 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?
• As you 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?
• How do you know?

"What DO I Want?"-This is one of the most basic and important
human questions. "What do I 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 I go to do this research? Probably, I will go to that
great library that sits on top of my neck and I 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 . . . I am expected to work . . . I have
to make something of myself . . . I have obligations and I have re-
sponsibilities . . . I work because I have a to-do list a mile long . . .
In fact, I have too much work to do to take time to ask myself
about what I want."

Many of the "wants" we think of first are actually based on
underlying "don't wants." We want a job 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. I want what others around me want because I 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 I really want. It's usu-
ally filled with conflicting messages. Perhaps there is another place
to look.
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"Where Is My Desire?"-Where does our desire come from? Can we
locate the feeling that we call 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 I 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 a worker. 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?
c? O

Is it possible to connect consciously with my core desire?
Maybe I can't get there by thought alone but must feel my way to
it. Isn't that the way I did it as a child before I started thinking? I
wanted food when I felt hungry, drink when I felt thirsty, and sleep
when I felt sleepy. I didn't have to think about those wants to know
when I had them or when they were fulfilled.

I am interested in connecting with my felt desire in work. I
want to gain better and better access to the generator of passion.
As I make that declaration, I can't help but notice some anxiety
arising. It seems safer to continue working as usual. Why rock the
boat? What if I find I have no true desire to work? What if I find
I don't really feel any desire for what I have been pursuing all
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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I 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 I was brought
up to believe that my wants or desires were less than trustworthy.
Ideals 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 I was supposed to get
the desire to follow the ideals. 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." I
imagine that these same fears motivated those who were passing
the ideals on to me.

I was taught that whatever I wanted I should surrender it to
"God." Do what "God" wants, not what you want. That was the
safe and true road. Of course, I 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 I wanted were at different ends of the spectrum. And
"God" was very big and I was very small, and he held in his hands
the ultimate in rewards and punishments.

At first, I decided that I could get a hint about what "God"
wanted by letting it be the opposite of what I wanted. If I wanted
to talk, he must want me to be quiet. If I wanted to play, he
wanted me to study. If I wanted to sleep, he wanted me to wake,
and if I wanted to stay awake, he wanted me to go to sleep. After a
while, it didn't make sense to check what I wanted because what-
ever it was, it wasn't going to be the right thing to do. So I learned
to avoid this conflict by doing what was expected of me. To ac-
complish this end only required thinking and I grew increasingly
separated from the feeling of my own desire.
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In college, I 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. I 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 I allowed them expression without re-
straint.

The understanding I took away was that desire was still 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 I learned from
society, I would be an untamed beast. But if I am given the right
books to read and told the right things by parents, teachers, and
the venerable institutions of my society, I can transcend my beastly
desires and learn to be a "responsible contributor to society."

As I look back on the cornerstones of my conditioning, I 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 I needed "civilization" and not religion. Religion told me
I 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: I shouldn't
trust my desire. And if I 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 Self 1 concepts that judge both desire and behavior. As I
lose touch with Self 2's natural instinct and am subject to the var-
ious cycles of Self 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 also 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 I 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 I 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, I like to think that
we could call one's inherent desire czm-bition, defined as a strong
desire that comes from who I 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-
als, 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. Talent 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, I 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. I was relatively small myself and
admired this talented and fearless five-foot-ten quarterback.
Watching him play football inspired my desire. I wanted to play
like him, right then and there. Sometimes after the game, before
the sun went down, I 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 I saw was what I 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 I saw
was a possibility and nothing told me I 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

Is work what I want or is it what I do when I have to stop doing
what I want? Can I connect more strongly with the inherent
ambition I felt as a child? I can at least decide to learn to "listen"
for it.

An Experiment in Listening to the Voice of Self 2-Perhaps I could do
an experiment, an exercise in listening directly to that felt desire. I
could listen for what it has to say without preconception and just
write what comes without censoring. I could do this experiment
here and now and let the reader possibly eavesdrop. If I 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. I don't have time for anything else. Let this writ-
ing be worth my time.

These words are a surprise, yet they ring true. I feel more re-
laxed and my breathing is more noticeable. I can see that there is a
choice to be made. I can listen to my thinking about what to write
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next, or I can listen to this feeling. I wonder if I dare let this feel-
ing lead me to the words I am to write. Am I ready to acknowl-
edge this feeling, granting it authenticity? It speaks as if it has
something to say to me. Something different from what I might
think of writing. What if I tried to connect with it? It feels as if I
would have to relinquish a certain kind of control. Why do I hes-
itate? I don't know what "song" it will sing. Will it make sense?
Will it be acceptable? To my reader, to myself? I feel more vulner-
able than usual. I don't know what to expect.Yet I 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. I don't know. I claim no mastery that can guarantee that
these words will reach their mark. I will choose to stay true to this
feeling, and follow where it takes me. I will write the words to the
song that I hear there. I will continue to listen to this felt desire. I
will try not to cheat it and make it into something it is not.

/ am not a slave to anything. I do not work under pressure. I am someone
who has something to reveal and who wants to reveal it. I am free and I
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 I 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 I am now listening to has another tone and another message.

Be responsive to me. I am the feeling of you. I am original. I am where you
can find joy in your minutes and hours.

I work for myself. I love what I do. I 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'. I am not just the author in you, the source of creative efforts.
I am the you in you. I like expressing myself in 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, "I am already free." I continue to listen to what it has to say
to me.

/ don't mind that there are deadlines. I don't mind that there are demands.
They are the facts of the game you play. I don't mind the fact that when I
play tennis, there is a winner and a loser, lines on the court, and a net to hit
over—any more than I mind staying on the road when I am driving a car.
Constraints in themselves don't bother me. They are like the banks of a
river. I just like to flow, and I sense the ocean I am flowing toward. The
riverbanks, the rocks, the changing slope of the riverbed, even the dams
along the way, have nothing to do with the ocean I move toward. I flow be-
cause it is my nature to flow. I may not seem strong enough right now, but
I do build up my own momentum. Drop by drop, I become quite a force.
That's part of my nature, too.

Every time you listen to me, a drop is added to my river, and I 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 to felt desire to a passion. With patience and some trust, I can become
a river of passion.

This voice rings true to me. It is both familiar and unfamiliar
at the same time. I pause to consider my choice. I am suddely
aware of the worried voice of my Self 1. "But what about your
commitment to time lines? What about outlines and organiza-
tion?"

I reply, "There is a time for that stuff, and this isn't it."
"But you are procrastinating. You are getting behind intention-

ally," the voice says accusingly.
I 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 all these pressures, there's the ever-
present financial implication of not getting the job done on time.
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Do I have a choice? Is feeling pressured an inevitable part of
work? Must I simply put up with it and work on? The gist of
everything I have written thus far is that I want something else. I
desire to work freely. I desire to work in a mode that is quite dif-
ferent from being under pressure to get my work done. I know
that I 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.You can work smarter and get more done
in less time," says a rather superior-sounding voice in my head.
Thank you, Mr. Consultant. I appreciate your advice. "You have
to get better organized and then grind it out piece by piece," says
another. Thank you, Mr. Taskmaster.Your advice is all too familiar.
I 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 I sensed when the demands in my
head were not so loud. Let me quiet down and listen again for the
voice of my desire.

Demands from outside are there. Don't deny them. But see if you can't
have them join 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. The future is not entirely controllable. But let all your moti-
vations join my river instead of trying it the other way around. Bring them
along. I don't mind a little mud in my stream. I 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. I 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 already free. 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 are free
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. I feel vulnerable to the pressure of "not enough time."
I just want to keep things simple. I want to keep awake. It's impor-
tant to me. Let's see what happens . . .

After the meeting, I return to my office and I 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. I 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. I thought that if all my meetings were like that, I
would not be worn down by the end of the day.

Later in the day, I receive a fax from the client. "For so long, I
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 I
console myself with the idea that mechanization can feel like effi-
ciency But should I be consoled or disturbed by this mechanical
efficiency? I tell myself I am working efficiently if I 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. As long as I define work as what
is accomplished externally, it is bound to be a one-dimensional re-
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ward. But when I 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 I seek cannot be won
by merely pushing against the bars of the cage. The freedom I seek
is not so much a "freedom from" as it is a "freedom for." I 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, a large 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 self that has been largely forgotten by all but our closest
friends. It's clear that the only way to remedy this situation is to
begin to be our own close friends.

I give free rein to this long-quieted voice within me. It grows
even more bold. I 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. Wlw is it that really em-
ploys you and commands you to pick up your daily load? And who is it
that you allow to pass judgment 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 "I 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? If you 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 seriously, Do I have a master other than myself? Whose
commands do I 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 be free.
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So ask again, who are your jailers? Does the voice of your jailer seem
to be that of your father, who perhaps was speaking in the voice of his fa-
ther? Do you know where these commands had their start? Was it from 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 are formidable gods. Have you worshiped them for what they offer?
Have you checked out for 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 the flames of your determi-
nation.

Do not wait for society, your company, your boss, or your fellow work-
ers. Do you have the time to wait? Be free yourself. Look not for permis-
sion or agreement, for you are alone. Look not for recognition outside of
your own.

Work begins and ends with desire. All efforts 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 work free, we must
each learn to listen to its promptings. It is never too early or too late to
begin such a journey.



About the Author

W. TIMOTHY GALLWEY is the author of the bestselling Inner
Game series of books and founder of The Inner Game Cor-
poration, which applies Inner Game principles and methods
to the development of personal and protessional excellence
in a variety of fields. He can be reached at The Inner Game
Corporation, P.O. Box 875, Agoura Hills, CA 91376 or on
the Internet at http:/www.theinnergame.com.



About the Type

This book was set in Bembo, a typeface based on an old-style
Roman face that was used for Cardinal Bembo's tract De
Aetna in 1495. Bembo was cut by Francisco Griffo in the
early sixteenth century. The Lanston Monotype Machine
Company of Philadelphia brought the well-proportioned
letter forms of Bembo to the United States in the 1930s.


