
- Take ‘competencies’ (please!). Why settle for competence when genius is possible? Progress 

will not come from ‘competence’, or from greater efficiency. Today’s organizations don’t need 

more efficiency—they need human creativity and imagination. Tightening the process will not 

deliver these things. In fact, it disables genius. 

- It is about enabling genius. 

- Those of us who evangelize coaching and are passionate about it might remember that 

coaching is not a thing in and of itself—it does not have any validity outside of the outcome. 

- I fundamentally believe that the natural state of the human being is to be fully expressed, 

uninhibited, and without doubt or fear. To be able to perform, learn, and enjoy. A state in 

which there is access to all the innate resources born to us. Genius. 

- A great coach and former colleague, Heather Dawson, used to ask: ‘Over whose head is the 

thought bubble?’ This is probably the simplest way I have to communicate what effective 

coaching is about. Ideally, the thought bubble should be over the player’s head. Not the 

coach’s. 

- The player does the thinking, not the coach. The coach’s job is to create an environment 

where the player can do their very best thinking. 

- The disciplines of psychology and psychotherapy offer another perspective on coaching, and 

indeed there is a point of view that only people with qualifications in one of the above should 

be allowed to coach. The conclusion to that argument can only be that all of us—managers, 

parents, teachers, spouses, partners, siblings, colleagues and friends—should be trained 

therapists. Or cease talking to each other. 

- As I will show in chapter 15, however, the situation is not that straightforward. We know 

quite a lot about the process of becoming a genius, and that it is available to us all. That’s what 

makes the word genius different. Once you are clear that genius is not the preserve of the 

few, it becomes an opportunity—and a challenge. Accessing that genius is a goal of effective 

coaching. 

- I have put a gap between the two words because there is always a gap between performance 

and potential. It is a huge gap. Even in the most ordinary activity, no matter how good 

someone is at it, he or she can always do better. There is something in the gap, and 

understanding what it is can help bridge it. 

- Gallwey called thoughts like these ‘interference’. Interference is usually rooted in fear and 

doubt. I would argue that nothing gets in the way of peak performance more than doubt. So 

the model becomes Potential minus interference is equal to performance Thus one way to 

increase performance is to reduce the interference. As the interference is reduced, more 

potential is available. 

- Interference crops up in many forms. Here is a partial list that you might find familiar: •    Fear 

(of losing, of winning, of making a fool of yourself) Lack of self-confidence •    Trying too hard 

•    Trying for perfection •    Trying to impress •    Anger and frustration •    Boredom •    A busy 

mind. 



- One of the ways to reduce interference is to focus attention. When attention is focused, the 

player enters a mental state in which he can learn and perform at his best. Gallwey called that 

mental state ‘relaxed concentration’. Most people that I speak to have had an experience of 

this mental state, also called ‘flow’. For some, it is a profound and moving experience, very 

often coming when they are engaged in a physical activity. A friend of mine used to race 

motorbikes and, occasionally, when he was absolutely at the limit, with his attention glued to 

the rider in front of him, he would get into flow. His thoughts and actions would become one, 

time would seem to slow down, and the noise of the engines appear to diminish. In this state, 

he would sense exactly when the rider in front was going to make a mistake and be able to 

capitalize on it without hesitation. 

- From the perspective of the ‘inner game’, a key part of the line manager or coach’s role is to 

help reduce the interference that affects the people he works with. This would be a 

remarkable shift of focus. 

- In fact, there is not one instruction or suggestion in the whole session; the coach is working 

with the individual’s capacity to learn. 

- My understanding is that this learning capacity is wrapped up in an individual’s ‘potential’. 

Learning is hard-wired. 

- ‘I see what you were doing,’ another participant said. ‘Each time Peter looked at the ball, he 

noticed something more—some more detail—so after a while, he was concentrating 

completely.’ ‘Yes,’ Peter added in, ‘and the more I concentrated, the less I noticed the other 

people, and I kind of forgot that I couldn’t catch.’ 

- Peter always had the potential to learn how to catch. Notice I did not say that there was a 

“great catcher” within him just waiting to get out; this is about the potential to learn quickly, 

and in a way that’s fun. It’s just that self-doubt and fear were getting in the way of the learning. 

When he got really focused, the fear and doubt were forgotten, and his natural ability to learn 

came to the fore. And I’ll bet that if I had tried to teach in the more traditional way, and given 

instructions, he would have got more tense and fearful, and would have failed yet again.’ 

- The coach’s responsibility, therefore, is not to teach but to facilitate learning. 

- The fundamental precept of effective coaching is that the coach is primarily reliant on the 

players’ capacities, their potential, and their genius to enable them to progress. And then 

there is interference. 

- We are all stuck in some way, and the job of coaching is to help us get unstuck, and get 

moving, for ourselves. 

- Coaching is the art of facilitating the performance, learning, and development of another. 

- definition. I will start with the word performance. Coaching in business is ultimately 

concerned with performance, and anything a coach might say or do should be driven by the 

intention to improve it. Improved performance may relate to the execution of a specific task 

or project, the achievement of business goals, or—more generically—greater effectiveness or 

efficiency. 



- Learning is another potential outcome from coaching, and is at least as important as 

performance because, taking a longer-term view, the future performance of the organization 

depends on it. The distinction I would make between that and development is that while you 

have to learn in order to develop, learning as I am using here refers to a broad domain—how 

to approach a task, getting to grips with new technology—while development is about 

personal growth and greater self-awareness. 

- The role of the coach is to enable the player to explore: to gain a better understanding, to 

become more aware, and from that place to make a better decision than he or she would have 

made previously. 

- coaching becomes a dance between two people moving in complete harmony and 

partnership. At this point, the intelligence, intuition, and imagination of the coach become 

valuable contributions—rather than creating interference for the player. 

- What baffles me is that participants who have never played tennis before will still try to tell 

others how to play. It seems that the directive modelling of those early years is so very 

powerful that people are trapped in ‘teaching’ and do not see that teaching, frequently, has 

little to do with learning. 

- If the manager or coach solves the problem or decides on a course of action for the player, 

he has taken ownership and responsibility. 

- When the player defines his own goals, solves a problem for himself, or develops his own 

plan, the result is that responsibility stays with the player. 

- for some professional coaches, the first meeting with a possible player is often described as 

a ‘chemistry meeting’. I am not quite so convinced—a properly trained coach with a dash of 

self-awareness and a pinch of professionalism will typically generate a relationship fairly 

easily. The simple act of listening to the player and suspending judgment—core coaching skills, 

after all—are fundamental to building relationship. 

- If I reflect on the coaching engagements that I have undertaken and look at those that have 

ether failed or been less than successful, it is most often something from outside that has been 

the obstacle—not something going on ‘over there’, not something ‘over here’, not something 

‘between us’. 

- OVER THERE includes what we might previously have described as the non-directive skills; 

keeping the thought-bubble over the player’s head; listening, asking questions for clarity, 

asking questions that follow interest, summarizing. 

- OVER HERE breaks into two elements: managing oneself and proposing. Managing oneself 

includes awareness of self in the moment (that is, an emotional response), clarity of intent, 

and boundary awareness, Proposing includes giving feedback, making suggestions, giving 

advice, challenging, and evoking creativity. 

- BETWEEN US includes the skills of creating a contract, understanding and managing the 

relationship, transposition (putting yourself in the others shoes), and self-awareness. 



- AROUND US is about taking a perspective almost as an external consultant might do. It 

includes the critical skills of generating and testing hypotheses. 

- At ground level—if you could get far enough away to see it—you would see that the river 

flowed in a pretty straight line, from high to low. And you might also notice that it was taking 

the path of least resistance. Almost as if the water had its own logic. 

- ‘Which part of your game are you most interested in improving?’ I ask. Patrick looks at the 

clubs in his bag, hesitates, and then says: ‘My driving. I don’t seem to be able to get the length 

that others do. And I tend to slice it.’ I put a ball on the tee in front of him. ‘Show me.’ 

  Check this example 

- I am drawing your attention to this again because I really want you to appreciate that the 

coach’s primary job is to help the player get into the right mindset—relaxed concentration, or 

flow. And you do not have to know very much about the discipline or topic in order to help 

someone learn—it’s hard-wired, and it kicks in when the mindset is right. 

- Most conventional tuition addresses the outer game—the techniques, the grips, the stance, 

the physical movement. This is understandable, as it is both visible and measurable. The 

contents of the inner game, on the other hand, are more elusive, and they cannot be observed 

or measured. These are things like perception, aspirations, values, fears, and doubts. The 

models and techniques presented here offer an approach to addressing the inner game. 

- Fear and doubt. Nothing interferes more with human performance. Fear and doubt fuel the 

outer game as we try to find the ‘right’ way to swing the club or deliver a presentation, and 

thus create a self-perpetuating loop. 

- When a person is focused, and the interference—or most of it—is removed, he enters into a 

different mental state sometimes called flow. Gallwey had a particular view on this, which he 

describes in The Inner Game of Tennis, and which is very valuable. He noticed the capacity of 

people to have a conversation with themselves; 

- SELF ONE is the internalized voice of our parents, teachers, and those in authority. Self one 

seeks to control self two and does not trust it. Self one is characterized by tension, fear, doubt, 

and trying too hard. SELF TWO is the whole human being, with all its potential and capacities 

including the hard-wired capacity to learn. It is characterized by relaxed concentration, 

enjoyment, and trust. 

- This has relevance here for three reasons: •    As a coach, your intention must be to operate 

from self two. This is where you will do your best and most rewarding work. I will talk about 

this in chapter 16. •    When you are coaching, the intent is also to help players get into—and 

stay in—self two. In this way, they can do their best thinking and be the most objective, 

insightful, intuitive, and creative they can be. •    Helping players to be in self two in everyday 

life—and particularly in the critical moments, such as key meetings and presentations—is part 

of the coach or line manager’s role. 

- Dweck goes on introduce the idea that there are two distinctly different mindsets: a fixed 

mindset and a growth mindset. As I understand it, a fixed mindset is wrapped around a core 



belief that your abilities are ‘carved in stone’—all you have is what you were born with, and 

there’s nothing you can do about it. This can manifest itself in two very different ways: a need 

to prove oneself over and over again, or simply to give up. 

- Following interest There is no guaranteed method of getting into self two, but I believe one 

of the keys to it is on what Gallwey called ‘relaxed concentration’. This mental state—where 

the player is focused, relaxed, and trusting—is another way of describing self two. 

- One approach that a coach might use to help a player move across the continuum is following 

interest. This is the fundamental skill of effective coaching, and is what makes a ‘non-directive’ 

approach work. 

- ‘Tell me what you notice.’ •    ‘Tell me what else you notice.’ •    ‘Of all the things you have 

noticed, which is most interesting?’ •    ‘Tell me some more about that which is most 

interesting.’ 

- In his book Focus: The Hidden Driver of Excellence (the title says it all), Daniel Goldman 

suggests that there are ‘several doorways to flow. One may open when we tackle a task that 

challenges our abilities to the maximum—a “just manageable” demand on our skills. Another 

entryway can come via doing what we are passionate about; motivation sometimes drives us 

into flow. But either way the final common pathway is full focus: these are each ways to 

ratchet up attention. No matter how you get there, a keen focus jump-starts flow.’ 

- A key part of becoming aware is the act—or is it the art?—of noticing. Noticing is without 

judgment, and is untainted by fear, doubt, aspiration, or wish. Noticing is the ‘not trying’ of 

thinking. It allows a person to take in a much broader band and quantity of data, and, as there 

is no judgment, eliminates interference. As I see it, this data is processed by self two and 

produces results effortlessly and elegantly that are often surprising. 

- Awareness is indeed curative. In my current role, I spend a lot of time writing and creating. 

To keep myself focused and motivated, I rate my sense of selected qualities two or three times 

a day. These are usually flow, focus, and joy. The very act of bringing them to mind brings 

them into my work. 

- instance, I know that one of the quickest ways to self two is through enjoyment. 

- As the enjoyment went up, so did the quality of my tennis. What is interesting in this is that 

you cannot make yourself enjoy something; awareness is curative, and in this case it 

transformed my performance. Now, when working with colleagues at conference or training 

programme, I will frequently ask, ‘What is your level of enjoyment?’ I will then notice a slightly 

anxious face relax into a smile. 

- Csikszentmihalyi identifies the following conditions as pertaining to the flow experience: 

•    There are clear goals every step of the way. •    There is immediate feedback to one’s 

actions. •    There is a balance between the challenges and the skills required. Action and 

awareness are merged. •    Distractions are excluded from consciousness. •    There is no 

worry of failure. •    Self-consciousness disappears. •    The activity becomes autotelic. (This 



comes from the Greek: auto means ‘self ’ and telos means ‘goal’, suggesting that the activity 

itself is its own reward.) 

- For instance, the absence of a clear goal and feedback creates immense interference. On 

their own, these conditions form a wonderful checklist by which you might organize your own 

work life and that of those you coach. 

- Coaching] … must be learned mostly from experience. In the Inner Game approach, coaching 

can be defined as the facilitation 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 

towards desired goals in a fulfilling manner. It requires one essential ingredient that cannot 

be taught; caring not only for the external result but for the person being coached.’ 

- What you want is to understand the territory you are in, the scale of the topic, the 

importance and sometimes the emotional significance for the player. It is sometimes useful 

to establish what the player’s longer-term vision or goal is. As the coach, you are looking for 

that moment when something inside you says: ‘This is what they want to talk about.’ 

- In fact, ‘goal’ is not the best word to describe this stage. The coach is trying to establish the 

desired outcome for the conversation—something that will be achieved within the discussion 

itself. It is not the longer-term objective that the player has for the topic. 

- For example, a goal or vision to generate £400,000 of new sales in the next three months 

(which could not be achieved within the coaching conversation—unless it was a very long 

conversation!) is different from an outcome, which might be to have a strategy to deliver 

£400,000 of new sales in the next three months. So the outcome is the strategy. 

- This outcome is typically an action step, a plan, a new idea, or simply to think an issue 

through. 

- In this phase, the primary function of the coach is to understand: not to solve, fix, heal, make 

better, or be wise, but to understand. No analysis, no problem solving, no wisdom, no good 

- In the reality phase, a clear understanding is gained, and it is from this understanding that 

the possibilities emerge. The intention here is to draw out a list of all that is possible without 

judgment or evaluation: 

- As the conversation progresses, the player will notice that some of the pieces are face down 

and others are in the wrong place. As most of the pieces are turned face-up and shuffled into 

the right place, a picture or pattern emerges. At this point, the player is in all probability in self 

two; seeing the whole picture, he will find new insight or come to a solution or a possible 

option. From this point onward, the player can usually begin to make some choices about the 

next steps. 

- The GROW model is shown above as a circle because in the most straightforward sessions 

you move from topic to goal to reality to options to wrap-up and then maybe agree a time 

and a place for the next conversation. 



- The Model T As I have said, the role of the coach is to encourage players to think, but not to 

think for them. You need to stay on their agenda and to follow their interest. This is not an 

easy thing to do at first, because your instinct will likely be to think about the issue and try to 

solve it. What I have noticed over the years is that when I suggest that an instinctive response 

will not help the player, many coaches in training are at a loss as to what to do instead. This is 

where the Model T—so named because of the way it is presented diagrammatically—comes 

in. The Model T is a remarkably powerful technique for making progress in the GROW model. 

It suggests that you expand the conversation first, then focus on the detail. 

- The Model T has some inherent benefits. Often, in coaching, the temptation is to seek 

resolution as quickly as possible. There are many dangers in this, not least that the coach starts 

driving the agenda. A second danger is that, in an attempt to make progress, information that 

might be relevant is omitted. The Model T keeps the coach on the player’s agenda, and 

because it suggest that you expand the conversation before going into detail, most if not all 

of the relevant information is picked up in the conversation. 

- Intent is the inner game of finding the appropriate question. By intent, I mean the purpose 

or aim of the coach when deploying one or more of the skills. In coaching (and not just in 

coaching), understanding one’s own intent at any moment is a key component in becoming 

more effective. When I ask novice coaches the intent question, I get many kinds of answers. 

Mostly they point to the coach’s need to solve, to fix, to heal, to be right, or to be in control; 

the intentions seldom help the player become more aware or retain responsibility. 

- PLAYER: As I see it, there are two things I can do. I can ask my manager to review the decision, 

or I can do what I think is best and hope he doesn’t find out. COACH: Have you thought of 

involving the rest of the team? PROGRAMME LEADER: What is your intent with this question? 

COACH: Well, the two options are a bit risky, and I think he needs to find another approach. 

PROGRAMME LEADER: So there are two parts to this: that you think it’s risky, and that you 

think he needs another approach. So what specifically is your intent? COACH: I guess I was 

trying to steer him toward what I think he should do. PROGRAMME LEADER: What might be a 

more appropriate intent? COACH: Well … first to help him assess the possible risks in the 

approaches he’s identified, and then, if the risks are great, to think through other options. 

PROGRAMME LEADER: So what’s the question for the player? COACH: I could ask him what 

might happen if he pursued either of the approaches he identified. 

- In this skill set, the intent is to help the player understand himself and his situation more 

fully, so that he can make better decisions than he would have done anyway. Notice that I 

have not said the right decision. 

- The primary function of the coach is to understand. Not to solve, fix, heal, make better, or 

be wise; to understand. The magic is that it is in that moment of understanding that the player 

understands for himself, becomes more aware, and is then in a position to make better 

decisions and choices than he would have done previously. 

- The following are the specific skills of generating understanding/raising awareness: 

•    Listening to understand •    Repetition, paraphrasing, summarizing Grouping •    Silence 

•    Asking questions that follow interest •    Asking questions to clarify. 



- Imagine a spring-loaded stack of plates such as you might find in a canteen. As you take the 

top plate, the next one is pushed up. Each plate represents an idea or notion that rises into 

the consciousness of the player. As a thought enters the consciousness and is passed on to a 

listener, the space for the next thought is created. And that one is passed on, followed by the 

next one. Somewhere down in the player’s stack of plates—in their mind—is his solution, his 

creative idea, his insight. If someone is willing to listen, the player may get to that plate—that 

thought. And because the thought is uniquely his own, he will nurture it, develop it, and put 

it to some creative use. 

- The most powerful aspects of generating understanding and raising awareness are 

repetition, summarizing, and paraphrasing. And let me remind you again of the intent: to help 

the player understand himself and his situation more fully, so that he can make better 

decisions than he would have done before. 

- In using these skills, something special can happen. As the coach repeats what has been said, 

summarizes, or paraphrases, the player often has a new insight or idea. I can only guess as to 

why that might happen. I think it is that, as the player hears the issue played back, it is possible 

to get a little distance (a concept explored later in this chapter) from the issue; no longer so 

attached, he is able to see it differently, and to have new thoughts on the matter. 

- Silence is truly golden in coaching. Typically it means that the player is busy thinking or 

processing something for himself. 

- ‘Why?’ does not create distance. It is also a pretty sloppy question. It can mean so many 

things, from ‘What is your purpose?’ to ‘What is your reason?’ to blame, as in ‘But why?’ 

Instead, you should ask a more specific question: ‘What is your purpose in that?’ ‘What were 

the reasons behind that decision?’ ‘What is it that makes that important for you?’ 

- If I remember my physics classes properly, when an object that is vibrating at a particular 

frequency is put in closer proximity to an object of similar material and size, the second object 

will begin to vibrate at the same frequency. 

- One of the best questions I was ever asked while being coached went like this: ‘I don’t know 

what the next question is. Do you? And of course I did. 

- ‘proposing’, is perhaps the most difficult skill set to apply effectively because of the inherent 

dangers of removing responsibility and choice from the player. 

- When pushed, most will acknowledge that not giving feedback comes down to that last 

answer: ‘I don’t want to hurt them.’ Underneath it is another issue that I think it’s worth being 

really clear about, and it is this: ‘If I hurt you, you will not like me any more.’ It’s an 

understandable—but hardly noble—reason for withholding feedback. 

- This conversation is noticeable for: •    A non-judgmental approach—just the data •    High-

quality data •    Feedback in the form the player wanted it •    A stronger relationship •    The 

coach’s belief in the player’s potential (you’ll have to take my word for it). 

- Before we go any further, I want to put something to bed. There is no such thing as negative 

feedback, and there is no such thing as positive feedback. There is just feedback—data. 



- We must distinguish carefully between these three aspects of feedback: DATA: This needs to 

be of the highest quality you can identify—the more specific the better. It also needs to be 

something that you have observed. Second-hand information frustrates people, because they 

cannot effectively challenge it. Examples help. Keep it free from judgment and interpretation. 

INTENT: You must be really clear about your intent in giving the feedback. If it is to prove 

yourself right or to get one up on the receiver, it will not work. The only intent that has 

integrity is to raise awareness. EMOTIONAL CHARGE: Are you angry, disappointed, elated? 

Whatever your emotions are, they will be communicated to some degree. You simply cannot 

help it. It is often useful to acknowledge this explicitly, so that you can manage yourself better. 

- Subsets of the data step are situation, behaviour, and impact. ‘In this afternoon’s meeting 

about the Odyssey Project, when you questioned Jack (situation) I thought you were a little 

abrupt with him (behaviour). He seemed to me to be upset and demotivated as a result 

(impact).’ 

- The feedback will almost certainly be ineffectual if there is no clarity or agreement about the 

action the player will do next. If it is a complex issue, the player may require further coaching, 

though you should not assume that you will be the coach. A simple question will often be 

sufficient, however: ‘How might you help Jack get motivated again?’ More generic examples 

include: ‘How could you approach this kind of situation in the future?’ and ‘How, specifically, 

will you take this forward from here?’ 

- When he is ready, I give the feedback. If he does not want it—which would be quite strange—

I do not give it. If a pattern emerges in terms of a player continually refusing feedback, the 

coach might instead give feedback on the repeated refusals. 

- When the suggestion has been heard, return to the non-directive approach: ‘Does that work 

for you?’ or ‘We’ve identified a number of suggestions—w, x, y, and the one I threw in, z. 

Which of those is the most interesting?’ 

- Make an offer, and if the advice is wanted, give it. Once it has been heard, return to the non-

directive mode so that the player is left with choice. 

- In challenging, it is particularly important to check your intent. ‘Being right’ at this moment 

helps no one. As I have said, a true challenge comes from a belief in another’s potential. 

- This section of the book, then, is about how we can respectfully challenge players, and 

perhaps ourselves, to look beyond what is merely reasonable and scale the heights of the 

extraordinary. 

- The funny thing is, the people who are supposed to have our best interests at heart are the 

people who do the most to ensure that we conform. ‘But, dear, we have always thought you 

would become a doctor, just like your father. Why would you ever want to be a footballer?’ 

(Why indeed?) 

- Can you free yourself sufficiently to create a future that is worth hanging around for—one 

that demands your best efforts? You know what they say. Be careful what you wish for: you 

may get it. 



- Coaching techniques for creating the future 

- The first technique is the most simple: to create a vision. Agree a time frame that makes 

sense to the player (the end of the year, one year, five years, retirement). Ask the player to 

think of all the things that might be possible within that time frame. Ask him to suggest as 

many ideas as he can. When he has done that, ask him to edit the list down to the things he is 

willing to commit to. 

- A second approach is to have the player write a speech that would be given at the completion 

point of the vision: at retirement, at the end of a project, on New Year’s Day. What successes 

and accomplishments would have occurred? 

- A third option is to have the player draw a picture of the vision. This can be either abstract, 

free drawing, or a more figurative image. Obviously, some people will find this kind of exercise 

easier than others. The player should then translate that picture into a written set of goals. 

Ensure he holds on to the picture too, however, as it will remain a potent symbol. A final and 

perhaps least conventional option is to get the player to close his eyes and relax. Ask him to 

allow an image for the vision to come to him. The first image is usually the most useful. He can 

then either describe the image to you or draw a picture of it, as above. 

- Coaching techniques for evoking innovation 

- Brainstorming is the simplest. Get the player to create a list of all the possible options. A 

somewhat less obvious method is to ask: ‘If you had a magic wand what would you do?’ or 

‘What is the most outrageous option you can think of?’ or perhaps ‘Think of something that 

would be impossible.’ Identifying something that is apparently impossible can free up the 

thinking: 

- The four tests operate in a different way. I will use them in a coaching session when I notice 

that I have something to propose such as a suggestion to offer or some feedback. If I am not 

sure that it is the right thing to do, I will ask myself the following questions: •    Will it raise 

awareness? •    Will it leave responsibility and choice with the player? •    Is the relationship 

strong enough to withstand the intervention (that is, is there sufficient trust in my intention)? 

•    What is my intent? If the answer to the first three is yes and my intent is congruent with 

the suggested intent behind this skill set, I will go ahead. 

- One of the distinctions that I am at pains to make is between the player and the client. To 

remind you, the client is the organization itself, and typically there will be someone 

representing the organization—the person who pays the bill. The client’s needs (or the 

organization’s) will almost always be either different from—or greater than—the individual’s, 

and in order for the coaching to be successful, these different needs have to be accounted for 

within the coaching intervention. 

- The four quadrants (adapted from Ken Wilber, A Brief History of Everything). 

- •    Subjective and objective: The content of our experience that is subjective belongs on the 

left-hand side, the objective on the right. •    Depth and surface: Surface is on the right-hand 

side. Surface can be seen. Something exists; you can see it or feel it. Depth is on the lefthand 



side. It can only be revealed in conversation, and must be interpreted to be understood. 

•    Intentional and behavioural: Intention is about meaning and purpose (left-hand side); 

behaviour is what flows from that (right-hand side). •    Mind and brain A brain surgeon deals 

with the physical form of the brain (right-hand side), a psychologist with the mind (left-hand 

side). 

- Truth (upper right) is verifiable—meaning empirical truth, as in ‘it’s raining outside’. 

Truthfulness (upper left) is about trust—when I tell you it’s raining outside, do you believe 

me? Justness (lower left), in the collective sense, is a commonly held context about whether 

something is right or not. Functional fit (lower right), represents the justice system—that is, 

the framework of law and its process. 

- The four quadrants in organizations •    The upper left quadrant concerns the inner life of the 

individual: his or her sense of purpose, aspirations and desires, attitudes and beliefs, and 

personal values. •    The upper right quadrant is about the way in which the upper left 

manifests in the world: the individual’s goals and the plans and strategies that flow from the 

goals. It also concerns his or her skills, behaviours, and even mannerisms. •    The lower left 

quadrant concerns the inner life of the organization: its mission, culture, values, the corporate 

mindset; what people believe is possible and not possible. •    The lower right quadrant is 

about the external representation of the lower left: the organization’s vision, goals, and 

strategies; the collective behavioural norms; the code of conduct. It also embraces the 

systems that facilitate the management of the organization. 

- The first key is about presence: if I observe some aspect of the organization, then I must ask 

myself in what way is it present in the other quadrants. 

- The second key is congruence: for instance, an individual may have a desire or something he 

wants to achieve. The individual will need to take actions or have a plan (top right, outer 

individual) to achieve that desire. The actions or plan could lead him toward that desire, or 

away from it. 

- So, having observed something in one quadrant, you need to see how it occurs in the other 

quadrants, and then check that there is congruence. Be clear that this is no academic 

exercise—if it is not present, or is present but not congruent, failure ensues. 

- Imagine coaching an individual who has a need for acknowledgment (top left) that is 

expressed as a desire for promotion in the organization. Imagine, too, that he is acting and 

behaving (top right) in such a way that he is upsetting the people he manages and not 

achieving the performance goals he has set with his line manager. Looking at this through the 

lens of the four quadrants, you might notice the following: •    The actions and behaviours (top 

right) are not congruent with the expressed desire (top left). •    The actions and behaviours 

are not congruent with the organizational culture (bottom left). •    The individual goals (top 

right) are not congruent with the goals of the organization (bottom right). Failure is imminent. 

As a coach, standing back and noticing these things is a vital activity. You might then choose 

to bring your observation to the attention of the player. I suggest how you might do that in 

the section below on hypothesizing. 



- Most organizations today have some sort of statement about their corporate values, and in 

most cases these statements make absolutely no difference to what happens on a day-to-day 

basis. The four quadrants can help you understand why the values do not ‘live’. 

- Many years ago, I was part of a team that undertook a project with a leading retailer in the 

UK to create a shift in the culture. We designed a process that had coaching at its heart and 

which took the programme to each store and to each individual. The first step in the process 

was to get the staff to identify what was important to them—what made working in that store 

special? Only when this was done—once each individual had had their say—was the notion of 

values introduced and the executive team’s values presented. We then asked the staff to 

compare what they thought was important and special with the executive team’s value 

statement. The congruity surprised everyone involved, but more importantly the values now 

had real meaning. What was in the lower left was reflected in the upper left. 

- This dialogue was one of the critical elements in the programme because it confirmed that 

all parties were taking the matter of values seriously. 

- It is worth pointing out that I almost never engage in one-on-one coaching without having 

spoken to the player’s boss, their team, and other representatives of the organization. I do 

this for the purpose of understanding the organizational context of the player, and I do it by 

developing and testing hypotheses. 

- Noticing, as I observed earlier, is the ‘not trying’ of thinking. In the ‘inner game’ model, trying 

is a major interference. Trying to think hurts (you have to screw up your eyes) and seldom gets 

you anywhere. The best ideas come when you are relaxed, often while doing something 

entirely different. So simply take a step back and notice. Bring your attention to whatever 

thoughts you do have about the matter, the observations you have, your feelings—both 

emotional and sensory—to what your intuition is telling you, and to what you imagine or 

fantasize. 

- But if I have conveyed the idea that individuals operate in a context—in this case an 

organizational context—and that it is necessary to investigate and account for that context in 

the coaching intervention or in the management of your direct reports, and if I have given an 

idea of how you might go about that, then I’ve done my job. 

- Indeed, as we discussed it further, and notions of coaching emerged, one guy looked up and 

said: ‘But this is not how I think of my job.’ And therein lies the problem. Most managers think 

of their job in terms of their trade, discipline, or profession. The title ‘manager’ is thought of 

in terms of status and increased remuneration; it is not really thought of as an entirely new 

set of responsibilities. 

- My evidence for this assertion is the observation that few managers get out of bed in the 

morning and think: ‘What can I do today to help my team be brilliant? That’s just not what the 

job is as they see it. So, the argument that follows concerns the nature of management and 

the role of coaching within it, and it starts with some observations about a fundamental 

dynamic in any company: the relationship between the individual employee and the 

organization itself. 



- The organization will give authority to a number of people to ensure that its responsibilities 

are met. Some of this is laid at the door of HR professionals, but by far the greatest share of 

an organization’s responsibility rests with the manager. It is his or her job to ensure that both 

parties’ needs are satisfied. There are three generic elements to the manager’s role that 

enable this to happen: leadership, management, and coaching (see diagram). 

- by ‘leadership’ I mean the part of the role that is concerned with the future: creating a vision, 

maintaining that vision, and identifying actions in the present that will deliver the vision. Role 

modelling fits here, too: living the values, and promoting the values of the organization. 

- In this model, the management element of the role is concerned with ensuring that the 

subordinate performs their role within certain parameters. 

- In some organizations, perhaps where there has been an initiative to develop a coaching 

culture, managers have seemingly lost the right to manage; they can only coach, which often 

results in a loss of appropriate control and endless conversations on issues that are not 

negotiable. 

- coaching is the series of conversations that help a person perform closer to his potential, 

understand his role or task, learn what he needs to learn in order to complete the role or task 

successfully, develop the skills required for the next role, and, on a good day, achieve 

fulfilment—and maybe a little joy—at work. 

- Leadership •    Conversations about organizational mission, vision, goals, values •    Role-

modelling behaviours, values •    Inspiring and motivating. •    Management •    Appraisals 

•    Setting individual and departmental goals •    Recruitment interviews •    Creating personal 

development plans •    Agreeing parameters of projects, tasks •    Disciplinary meetings. 

•    Coaching •    Conversations about how to deliver goals and plans •    Giving feedback, 

making suggestions, offering advice •    On-the-job training. 

- The partner in charge of a major regional head office of one of the big four (it may of course 

be three by the time you read this) accountancies learnt something different. He signed out 

of a workshop with these words: ‘You may not have made my life any easier, but you have 

certainly made it more simple.’ He realized that the conversations that he had avoided with 

his fellow partners concerning the clarification of their business goals (and non-performance 

in relation to them) were critical issues to the success of the office. He knew that he had a 

management task to complete—defining the goals—before coaching became possible. He 

also understood that he could not expect the conversations to be without friction. 

- There is an interesting paradox here. If people do not have clear goals, it is extremely difficult 

to be successful, and even more difficult to discuss performance. 

- Many of the skills of effective coaching are essential to building a productive, trust-based 

relationship—listening to understand and asking questions that follow interest, to name but 

two. 

- In order to be an effective manager, it is imperative to understand the nature of authority 

and where it lies. Misunderstanding this issue will affect performance in a work organization, 



and is critical to a manager’s capacity to ensure the satisfaction of both the organization and 

the employee. 

- Under a strongly hierarchical, authoritative ‘regime’, people do not take responsibility, do 

not take risks, are not creative, and are not proactive. They wait to be told. This is not how to 

get the best from people—‘our greatest asset’. This is misplaced authority. 

- The word ‘authority’ can give us an insight here. It has the same Latin root as the word 

‘author’: a writer, someone who creates. The root is auctum, which means, among other 

things, to produce, to increase, to cause to grow, according to the Shorter Oxford Dictionary 

on Historical Principles. An author writes his own book. A manager dictating the book to be 

written would soon wear the patience of the writer, turning him into a mere scribe, thus 

destroying his motivation and, in time, his very ability to be creative. 

- Teachers teach, but they also ensure discipline in the class, and at certain times pass 

judgment on their pupils’ efforts—judgments that dictate the immediate future. This is true 

for managers, too. And for the most part, neither professional has recognized that the style 

appropriate to the one works less well for the other. One leaks into the other. The umpire and 

the coach in the tennis analogy have it easier, as the role is split between them; the manager, 

however, has to ‘wear both hats’. There is a school of thought that proposes ‘managing with 

a coaching style’. Many articles have been written around variations of the idea of ‘The 

manager as coach’. 

- Clearly, if there is little or no need to coach, there should be little or no coaching; in some 

jobs, standardization is key to success. The problem here was that the leadership style had 

become very directive, resulting in a culture where risk was avoided and innovation 

suppressed. It is difficult for such a business to diversify. 

- In summary let me suggest that there are a number of issues to be borne in mind for a 

manager: •    Managers need to manage, and have a responsibility to both the employee and 

the organization to do so. •    Managers—as part of managing—need to agree clear goals for 

their direct reports (what). Interestingly, while this is clearly a management task, using 

coaching skills to identify the goals in the first case is always more effective. •    Managers 

need to hold their direct reports to account for the goals that have been agreed. •    Once the 

goals have been agreed, and any other parameters surrounding their role such as values and 

behaviours, the manager coaches the direct report to achieve the agreed goals (how). 

•    Managers need to lead, keep present in the minds of their direct reports the overarching 

aims of the organization, and be role models for the desired values and behaviours. 

- The notion of authority in organizations is also important for the professional coach. The 

coach needs to understand that the organization is the client, and that it therefore has a right 

and responsibility to influence the goals for any coaching intervention. The coaching itself—

which will focus mostly on how to achieve the goals—is in the authority of the player, and thus 

remains confidential. 



- It staggers me that there are still organizations where the manager sets the direct report’s 

goals. I can think of few quicker or more sure-fire ways to erode motivation and undermine 

responsibility. 

- What I will say is that when there is an alignment between what inspires an individual, the 

job he or she is doing, and the direction of the company, people at all levels can give their best 

freely, communication becomes easier, and phenomenal results can be reaped. 

- There are limitations, however, to a person’s ability to coach him or herself. Coaching is about 

raising awareness. If I consider an issue on my own and in isolation, at a certain level I will be 

trapped by my own patterns of thought. From the inside, I cannot see me. Part of why 

coaching works is because, in that moment when the player communicates to another and is 

understood, the thoughts are externalized, and a certain distance is achieved between the 

player and his thoughts and emotions. Think back to the analogy of the man in his car in the 

traffic jam in chapter 9. He is now on the bus, upstairs on the front seat, just noticing. 

- Many people I have worked with have an item on the agenda of their monthly one-on-ones 

with their direct reports that is entirely at the discretion of the direct report. As trust builds, 

underlying issues that impact on performance are often brought up, such as self-confidence 

or relationships. 

- If an individual in a work organization is achieving all of his goals, is not disrupting things for 

others, and does not want to be coached, leave him alone. 

- Coaching for coaches 

- My approach to this is to describe a coaching programme. In doing so, I am indicating a formal 

relationship that takes place over a period of time and that is designed to help the player 

achieve substantial goals. 

- Initial meeting Purpose: to establish whether there is a need for coaching, achieve agreement 

in principle, build relationship and establish the ground rules. 

- Session one: establishing context and programme goals Purpose: to identify and agree 

specific goals and success measures for the programme such that the needs of the player and 

the client are met. 

- If there is a requirement to keep a third party—such as the client or the player’s manager—

informed about the coaching process, sending a copy of the goals to that individual for 

agreement and input is an appropriate step. It may be that there will be a set of public goals 

as well as one or two private goals shared only between the coach and the player, where the 

issues are of a more personal nature. This is a legitimate practice, as long as the coach and 

player are agreed that the achievement of the private goals contributes to the player’s 

productivity in the client organization. 

- Mid-programme review Purpose: To check progress toward the programme goals and review 

the coaching relationship. Ideally the mid-term review will form the first part of a typical 

session, leaving time for some coaching in the meeting. 



- Progress toward the programme goals is reviewed, ground rules are reviewed, the 

effectiveness of the coaching is discussed, and feedback from the player is solicited. 

Sometimes, players are reluctant to give feedback, often because they do not want to upset 

the coach or run the risk of damaging an important relationship. In order to move beyond this, 

I find that if I reflect on the sessions before the meeting, I can usually identify a number of 

issues that I am not comfortable with in my own performance. If the player is not forthcoming 

with feedback, I can ask specific questions, and this will break the deadlock. On a longer 

programme, it may be appropriate to seek feedback on the player’s progress from other 

parties, such as the client, his manager, his direct reports, or other colleagues or peers. 

- Final review and completion Purpose: To assess progress toward the programme goals and 

complete the relationship. 

- I like to finish coaching relationships by helping the player to identify the specific things that 

they have learnt during the course of the coaching relationship, as it is typically these lessons 

that are the legacy of the coaching, rather than the goals achieved. This also works against the 

possibility of the player becoming dependent on the coach. 

- You do not want to be too heavy-handed with this and to present it as if it were a legal 

document, or for either party to feel constrained by it. The purpose of the contract is to ensure 

an effective, hassle-free relationship—and, like any contract, you will not need it until you do. 

- At the beginning of a coaching relationship, meetings tend to happen more frequently—

fortnightly, say—and then change to a three-week or monthly pattern. 

- An example of a meeting report 

- Meeting reports Meeting reports are documents that contain the vital information from a 

coaching session. At a minimum, this should include the topics discussed, the key points, and 

the actions arising from the discussion. 

- When the coach is external to the organization, and providing a service, then perhaps the 

coach should complete the meeting report. 

- This problem is in part resolved by the use of the public/private goals matrix at the end of 

this chapter, in part by the coach’s capacity to understand the organization’s need, and in part 

by the integrity of the coach and the player. 

- I have occasionally found myself in a coaching relationship where the player was participating 

because it would look good to his superiors, demonstrating a willingness to change when it is 

in fact far from the truth. As soon as I detect this, I will gracefully confront the player. Two 

things tend to happen at this point. Sometimes, the coaching ends there and then, but with 

the relationship intact (OK, almost intact), or the individual chooses to engage for real. 

- I would resist responding to a question such as ‘What do you think of me?’ and challenge 

why the player wanted to know. After all, this is just my ‘stuff ’—my judgments—and has no 

real validity or currency. 

- Programme goals matrix 



- The column on the left is for learning or development goals. I will often find the content for 

this column by asking: ‘In order to achieve your performance goals, what do you need to 

learn?’ Another question that is useful here is: ‘In order for you to achieve your longer-term 

goals or vision, what do you need to learn?’ 

- The right-hand column is for success measures or specific behaviours that the player wants 

to adopt. Success measures, which I will talk about next, relate directly to the performance 

goals, and the question might be: ‘When you have successfully achieved your goal, how will 

you know?’ New, desired behaviours can emerge in their own right, as a result of feedback, or 

as a function of cultural change in the organization. The matrix itself has some good examples. 

Clearly, you can start with any column, following the interest of the player. 

- Public and private goals 

- To satisfy both of these needs, the matrix is divided in two by a horizontal line. Above the 

line are the public goals. These can be communicated to the player’s manager and a 

representative from the HR department for their input and agreement. This is a process that 

I strongly recommend, as it increases the effectiveness of the coaching through having higher 

quality goals and can ensure that the player is given feedback that might otherwise be missed. 

- Below the line are the private goals. As a matter of integrity, these must contribute to the 

player’s performance within the organization, as the coaching is being paid for by the 

organization, and takes place during working hours. 

- When Kevin told me what had gone wrong and then translated it into how he wanted it to 

be, everything was described in terms of things that he could see, hear, or feel. When you 

think about it, if you cannot detect something through your senses, it does not exist. It is a 

figment of your imagination. 

- If you take the time to translate goals or objectives into what you can see, hear, and feel—

and smell, too, if you must—then you will identify two additional aspects of the goal. This 

technique is invaluable when filling in the third column of the programme goals matrix. 

- Making a goal or objective as ‘real’ as the example above gives some clear measures—

confirmation that it is the right goal and typically deepens the desire to achieve it. I suppose 

it is appropriate that a chapter on getting started 

- Coaching teams has a very specific intent: to ensure that the team achieves its goals. Any 

activity or exercise that the team undertakes must contribute to this and thus the 

organization’s goals. 

- This may seem like something of a detour, but when you understand in an inner-game 

context, I believe you will realise that these dynamics represent an unconscious drive toward 

team self two, and as such it represents a valuable tool in team coaching. 

- He observed that the single greatest factor that inhibits performance is human doubt (and 

also noted how it is somewhat odd that few, if any, psychological papers have been written 

on doubt). 



- In my role as coach, I could have closed down the conversation and pursued the agenda, but 

instead I watched as the conversation went on and on. After 45 minutes, I could bear no more. 

Here was a group of highly intelligent individuals—and a lot of interference. In this particular 

case, the conversation about ‘time’ was a surrogate for a deeper issue within the team. I got 

to the issue—the interference—by pointing out the amount of time they had spent on a 

relatively unimportant issue—a symptom—and asking what they thought it was symptomatic 

of. 

- The CEO charged us with creating an environment in which they ‘could have the difficult 

conversations quickly’. 

- It would be untrue to suggest that this team was always in flow—in team self two—but they 

became very quick at recognizing when they were not, and at doing whatever it took to get 

back into that mental state. 

- Interference in a team might include the following: 

- A team that is successful in reducing the interference will be characterized by the following: 

•    An apparent absence of hierarchy in relationships •    Listening and a desire to understand 

each other •    Robust, challenging conversations •    Clear feedback sought and given •    The 

pursuit of ‘impossible’ goals •    Focused activity •    An intuitive sense of where each member 

is and how he is doing •    Request and offers of help or support •    Flexibility in the roles and 

a willingness to cover for each other •    Creativity, imagination, and intuition as part of the 

toolkit •    Team members caring for each other and each other’s well-being •    Fun, joy, and 

the simple pleasure of being together •    Silence and thoughtfulness before decisions and 

action •    Mutual accountability for the achievement of goals. 

- The big three There are three top-of-the-list, most-wanted elements to successful teamwork. 

If these are not present, the most massive interference is unleashed. To state them baldly 

here is almost prosaic, bordering on the self-evident, but my experience is that these three 

elements are almost always assumed to be obvious and clear to all concerned. The ‘blindingly 

obvious’ simply blinds, however, and failure is imminent. These three elements are who, what, 

and how. 

- When a group of people comes together to perform a task, each individual needs to 

understand who each person in the team is, what the task is, and how he or she is going to 

achieve it. The degree to which these things are not clear is the degree to which effectiveness 

is diminished. 

- Creating a common vision (what) 

- Creating a common vision can be approached in hundreds of ways. The simplest is to get 

each individual to write down his or her vision or goals and then read them out to the team. 

Other members of the team listen, and when the readings are complete, the coach asks the 

team to identify the common points and themes. The advantage of starting with the personal 

vision is that the disclosure begins to generate understanding, and therefore relationships, 

within the team. 



- Agreeing a modus operandi (how) 

- The question for the coach to ask here is: ‘What are the ground rules that would support this 

team in achieving its goals?’ 

- Ground rules might include agreements about the function and frequency of team meetings, 

the values that they will adhere to (honesty, respect, and so on), and when the team will 

decide by unanimity, consensus, or team leader’s decision. 

- Disclosure of life and career goals (who) 

- the coach might work with the individuals prior to the meeting. The individuals then talk to 

the team about their personal goals. This exercise works because it builds understanding, and 

therefore trust. 

- Giving a standard format to the feedback can make this easier. For example: One thing I 

would like you to stop doing is … One thing I would like you to start doing is … One thing I 

would like you to continue doing is …. 

- Identification of internal and external obstacles 

- The question to ask the team is this: ‘What are the obstacles, within the team or outside the 

team, to achieving your success/vision?’ 

- Surfacing conflict 

- Arranging for the parties in conflict to state clearly their position is the first step. Ensuring 

that the opposing party listens is the second. 

- An option here is to get each party to state the opposing party’s position. As a coach, you 

also need to watch that the relationships survive intact—or, better still, deepen—following 

the conflict. Questioning each party about how they feel about each other is a good starting 

point. 

- When a team is in conflict and is not making progress, try declaring one minute’s silence. This 

is a very challenging and powerful technique. 

- Achieving ‘team think’ 

- analogy was with a rugby team in which each player simply knew where his teammates were, 

and so could pass the ball without even looking. 

- The stages of development of teams 

- There are two relatively well-known models that describe this process. The one best known 

in the workplace is this one: Forming Storming Norming Performing A less well-known model 

is: Pseudo community Chaos Emptiness Community Both of these models have a lot to offer, 

and are quite similar. The second model is from a book by M. Scott Peck called The Different 

Drum. His book is about communities, not teams, but the process the team goes through is 

similar. 



- The Model T proves to be a magnificently powerful technique in this situation. The model 

says that you expand before you focus, and in this way you stay on the player’s agenda. 

- ‘Individual difference in talent and intelligence are not pre-determined by genes,’ he writes; 

‘they develop over time. Genetic differences do play an important role, but genes do not 

determine complex traits on their own. Rather, genes and the environment interact with each 

other in a dynamic process that we can never fully control but that we can strongly influence.’ 

- Three kinds of genius (+ 1) The enabling genius proposition is that genius is an intent and a 

way of engaging that I can awaken in myself and inspire in others—to allow this instrument 

(me or you), with all its capabilities and limitations, to be expressed in a given moment. 

- The Pillars of Enabling Genius 

- Learning 

- Deliberate practice is the term given to highly intentional, designed practice. 

- The key to effective deliberate practice is to find the critical activities that support your 

unique genius, to get really clear about your intention in those activities and the desired 

outcomes, and then to find ways to practise them. That clarity of intention is also a great help 

in maintaining a self two mindset. 

- Reflection and ruthless self-appraisal—taking the time to reflect and appraise one’s 

performance afterward—is another activity that leads to excellence. 

- Non-judgmental awareness 

- The coach gets the player—often a novice—to hit a ball toward the hole and then to describe 

as accurately as possible where the ball stopped in relation to the hole, as in, ‘Three feet to 

the left and one foot short.’ The player is told to make no conscious adjustments but to hit 

another ball and describe the result. To their surprise and delight, most players will put a ball 

in the hole after a few shots. 

- Identity 

- If I have real clarity about something, I can develop it. 

- Without the clarity of my identity—my unique genius as a tennis player—winning was always 

going to be difficult. 

- Identity also includes one’s sense of purpose, self-image, and the ‘mental models’ that one 

develops of oneself, the world, and what it takes to live in it. I have spent much time trying to 

build and run small businesses because I had it in my model (or ‘personal construct’) that you 

had to build a business to create capital value. That’s all well and good, but I ended up doing 

things that I could (just about) do, and not doing what my genius desired. And that way lays a 

lot of pain. 

- Mindset 



- Deep mindset, on the other hand, is more about attitudes and dispositions—fixed and 

growth mindsets, for instance. These don’t just show up in the moment but persist over time. 

I can change or develop these attitudes and dispositions, but that takes time. 

- Drive 

- Being stuck and getting unstuck is an essential component of genius. You have to inhabit 

your own authority—your ability to cause or produce—to be unstuck. 

- I said above that inspiration mostly comes from within—the origin of the word is, after all, 

to breathe in. However, it is possible to find inspiration. It does require that you go looking for 

it. Once found, it is something you nurture, so that it becomes a source of energy. We 

sometimes talk of purpose as if it, too, were an externally sourced thing—a direct link to a God 

or to Gaia. But purpose is something we make up for ourselves. Having a strong sense of 

purpose provides energy and focus, and is a component of your unique individual genius. It is 

worth working on. Will is something you develop. Whether or not it is in the genes I cannot 

say, but I do know that you can increase 

- will is not a fixed quotient. 

- Enabling 

- The resistance 

- Resistance is fear and doubt. It’s self one. It’s a fixed mindset. 

- The question—the culmination of all that I have learnt from this woman about the issue—is 

absorbed in silence. Then a smile creeps from the corners of her mouth toward the centre, 

and from there to the eyes. Something has been understood, reframed; a new possibility 

emerges. The coaching is over. 

- As I have noted already, one of the core inner game ideas is that of ‘potential minus 

interference equals performance’. There are two major interferences that I would like to 

address here: •    Trying to get it right •    The coach’s possible thoughts, opinions, and 

judgments about the player. 

- will give it to you straight first, and then explain it in more depth: •    People have huge 

potential •    People have a unique map of reality—not reality itself •    People have ‘good’ 

intentions … •    … and are achieving their own objectives, perfectly, at all times. 

- People have huge potential 

- The response that silenced the room was this: ‘You believed in him, even when he didn’t.’ 

- People have a unique map of reality-not reality itself You have a mental map of reality. Much 

of that map was created in the first few years of your life and has not been updated since. You 

operate to a large degree on the basis of this map. If you think of a journey you take regularly, 

you can probably visualize the route. You have a mental map of the route. A map—such as a 

road map—is a representation of the surface features of a territory in the same way that a 



menu in a restaurant is a representation of the food available. The menu is not the food. Eating 

the menu will upset your stomach—and the waiter. Equally the map is not the territory. 

- People have ‘good’ intentions 

- People are achieving their own objectives, perfectly, at all times 

- The truth is, people get what they intend. The trouble is, they don’t always know what they 

intended until they get it. 

- However, if the manager or coach engages on the basis that the individual has huge potential, 

has a unique map of reality, has ‘good’ intentions, and is, in fact, achieving his own objectives, 

perfectly, in that moment—then there is the chance for something to shift. Approach 

someone without judgment and with empathy, and something special occurs; he may let you 

into his map of reality and, in sharing it with you, may see it differently and may choose to 

alter the map. 

- A manager in an organization is sometimes faced with a difficult choice: whether to invest 

time in understanding a ‘poor performer’ or ‘troublemaker’ (and it can be a lot of time) or 

whether to start disciplinary proceedings. The four propositions above do not say that people 

should be shielded from the consequences of their actions. People are responsible for the 

results they get in life. 

- To reiterate, then, these four propositions are not the truth. What they represent is a 

mindset that may serve you in situations while you are coaching. 

- Whatever your unique individual genius might be – your use of humour, your particular 

intelligence, or your type of professionalism—it will show up in your coaching. So it’s best to 

understand what it is, and also to understand how it can influence your coaching, positively 

and negatively. 

- Coaching differs somewhat from this because it also takes into consideration the task or work 

that the individual is engaged in. Coaching is concerned with (a) the individual, (b) the 

relationship between the individual and his task or work, and (c) his context: the organization 

in which the individual works (see diagram below). The context also includes the individual’s 

family and community, although these typically become a matter for discussion only if they 

are inhibiting performance of the task. 

- A well set-up coaching programme will have a clear set of goals. If the coach is concerned 

that the topic for a session is not appropriate, it serves both parties to ask how discussing it 

relates to achieving the programme goals. This helps the player to stand back and reassess. 


