


THIS IS NOT 

A HOW.,, TO....DO BOOK. 

How-to-do books only tell you how someone else did 
something. They prescribe shortcuts for success. The 
methods explained may not work for you. 

This book is a how-to-be book, a prerequisite for all 
the other how-to-do titles. In truth, author Tom Thiss has 
written an "Owner's Manual" for your life. 

Most books will teach you how to make incremental 
improvements in the content of your life. This book deals 
with the context of your life and how you can make 
incredible, effective changes that give you true success 
and happiness. And that is really how to be. 

In today's world, we all live in FUTURE SHOCK, as described almost 

a quarter century ago by Toffler. Each of us needs to know 

HOW TO BE at peace with ourselves and the universe. 

This book provides a blueprint for your personal journey. 

— C. Norman Shealy, M.D., Ph.D. 

Founding President, American Holistic Medical Association 

Tom's valuable lesson to us is that the only person you can truly change is 
yourself, and by changing the way you communicate with others, you can 

gain their commitment and support to achieve even the loftiest of goals. 

— George P. Julius, Jr., 

President and CEO, Brooks Beverage Management 

A masterful book in which Tom, through the Wizard, teaches us 

to live life from the inside out. It's time that the book was written—
by a man whose writing is congruent with his living. 

— Ruth Stricker 
Founder/Director of The Marsh, A Center for Balance and Fitness 
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PREFACE 

While living in London in the mid-1980s, I worked with 
an extraordinary visionary leader. He was an inex-
haustible source of wisdom and inspiration. On one occa-
sion while addressing a group of top-level managers, he 
said, "Don't be concerned about what you do. Pay atten-
tion first to what you are, and then bring those qualities 
into all that you do." That statement, exceedingly 
uncommon for a chief executive, struck me as profoundly 
wise. He was telling us to attend to our being. Today in 
America, we would say, "Get yourself together before 
you act." Although this book had many streams that gave 
rise to it, that one statement seemed to set its course. 

I was repeatedly struck with my mentor's ability to 
move through a series of diverse encounters and 
approach each one focused and fully present. In a meet-
ing he always took a few moments to center himself and 
to feel the energy in the setting before he began. He 
became the model for one of the main characters in this 
book, the Wizard of Is. 

While living abroad, you often learn more about your 
own country than the one you are living in because you 
see America through the eyes of an ex-patriot. Often 
when entering the States after an extended time overseas, 
I would feel assaulted by the frenzied, stressful pace of 

IX 
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life. It was as if everybody and everything were shouting 
at me. Soon, however, I would find myself swept up in 
the stream of events, a participant in the frenetic pace 
that had bothered me a short time before. It occurred to 
me that most people are not aware of this because they 
have not had sufficient exposure to anything different. 
They have accepted stressful lives not knowing they have 
other choices. 

I knew that the global realignment process which was 
causing much dislocation in our country would continue, 
and the dizzying changes in our business marketplace 
would only accelerate. These changes we could do noth-
ing about. The only stress-reducing option available to 
us, other than burning out or dropping out, seemed to be 
drawing on our deeper inner resources. Somehow, if we 
could bring the best of us to the moment we would nei-
ther be victims nor exploiters, but rather people with 
choices. Making these choices would be more a matter of 
using our internal resources than being victims of exter-
nal forces over which we had little control. 

A "how-to-be book" appealed to me because all the 
focus in our culture was on doing. . . and it appeared to 
me we weren't doing very well! We are beings by nature, 
but we have become "doings" by choice. The quality of 
those choices is directly related to our being, to who and 
what we are. It seems as if we have things backwards. 
Development is an inside-out process. It takes work. 
There are no shortcuts. As such, we need to know more 
about ourselves, our values, our talents, and our purpose 
for being. These existential issues need to be addressed if 
our lives are to be truly authentic. Otherwise, we are liv-
ing lies. 

I have been in the training and development business 
for over thirty years. During that time, I have taught 
courses or consulted in thirty-eight countries on six conti-
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nents. In the last few years, I have seen remarkable 
changes. Many of those changes, however, we have been 
advocating for twenty-five years, and most are not hap-
pening as fast as they could. They are happening, howev-
er, because now they are economic necessities. A business 
changes when its life is threatened. 

The same is true with individuals. I am continually 
amazed at what it takes to get people to change their 
ways. I believe this is so because most people are not in 
charge of their lives. They have turned that responsibility 
over to other authorities—corporations, money lenders, 
governing and political bodies, churches, medical groups, 
associations, peer groups, parent educators, etc. I hear it 
in statements like this: "I'd like to, but I've got two kids 
in college . . . ." or "I think you're right, but my boss . . . ." 
or "My doctor told me I had to . . . ." These authorities 
have huge vested interests in the status quo. The people 
representing these hugely influential interests make the 
big decisions for us, leaving us with only the cosmetic 
changes. The most important question we could ask our-
selves is, "Who's in charge of me?" And if we are honest, 
most would not like to hear our own answers. 

I have concluded that most of us have abdicated our 
priceless right of choice and we are really not aware that 
we are no longer in charge of our own lives. We think we 
are calling the shots, but the bigshots are calling the big 
shots! The loss of personal responsibility has been a grad-
ual, erosive process. When made aware of this, however, 
the choice to set it right is ours. Nothing is more stressful 
than feeling that you no longer have control over your 
own life. This book is a twelve-part process for recover-
ing that lost or threatened feeling. For you this choice 
may be so daunting that you opt to continue your life the 
way it has been. Governed by fixed habits, mindsets, 
thought patterns, beliefs, and perceptions that decide for 

XI 
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you, you then unknowingly await a personal crisis. Only 
trauma can bring about needed changes. 

If we were really in charge of ourselves, change would 
be simple and quick. We would run the proposed change 
by our value system and determine if the change were 
consonant with our purpose. If so, we would go with it. 
If not, it's a non-starter. To get to this point, however, we 
have a lot of work to do on ourselves. That's the inner 
journey the Wizard of Is talks about in this book. The 
journey starts either with curiosity or a crisis. For the vast 
majority, the latter does it for us. Life keeps giving us a 
wake-up call. The role of the Wizard in the book is to 
give readers a wake-up call, sounding the alarm of curios-
ity, not crisis. 

The goal of traditional wisdom has always been to 
awaken to the truth. This truth is what each of us must 
seek for ourselves. One thing is certain: Truth comes from 
within, from the heart of our being. Discovering this truth 
is the most exciting journey ever undertaken, to a place 
where nobody has ever been before. The risk of not tak-
ing the inner journey is a life not truly lived. The reward 
of doing so is a life fulfilled. No risk, no reward. This 
book is a summons for all who wish to take the first steps 
to a less stressful and more exciting human beginning. 

XII 



The true perfection of man lies, not in 
what man has, but in what man is. 

—Oscar Wilde 

INTRODUCTION 

In a busy, always-changing town in middle America lives 
an unpretentious man. He is a doer of largely uncelebrat-
ed deeds of personal thoughtfulness. He lives simply and 
he lives alone. Yet he is not, as you might expect, a lonely 
man. Children love him. He attracts them like a Pied 
Piper, delighting them with tales and with the treasures he 
collects on his many travels. Above all other traits, this 
man has a warm and welcoming way. 

Perhaps what endears him most to the young people in 
town is his message of how to be. He talks hopefully and 
confidently of a better world, as if it were actually so . . . 
and he makes a world that isn't always pleasant seem as 
if it is. He speaks with an assuring certainty of a deeper 
reality that lies behind what we see, the apparent. He 
talks about the reality of what is. This is why the town's 
children and their parents call him the "Wizard of Is." 

There is mystery around the Wizard. When you are 
with him, you feel calm, a sense of serenity that sets you 
apart from the frenzy and uncertainty of the world. This 
serenity causes the grown-ups in town to wonder, "What 
does the Wizard know that we don't?" In times of stress 
and change, it is hard to understand a man who helps 
others feel inner assurance. But you do feel better when 
you are with the Wizard. 
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Not much is known about his life, but rumors abound. 
Some people think he is a cult figure. Others just regard 
him as strange, and they keep a polite distance from him. 
The townspeople, by calling him the Wizard, sometimes 
conjure up questionable charges of mysticism and the 
supernatural against him. But these are unproven accusa-
tions, and the worst that could be said about the man is 
that he is different. This is precisely why children love 
him and some grown-ups regard him with suspicion. To 
many he symbolizes a threat to their lifestyles—after all, 
how can someone be so calm and confident when our 
society continues to feel the pressure to do more, to do it 
faster, and to do it with less. 

The Wizard's prominence has grown in recent years. 
He has become a folk hero, a guru for searchers. This, 
too, has distressed some townspeople, as it has brought a 
stream of pilgrims into their small community and deep-
ened their suspicion of strangers. 

And one day I was able to witness this phenomenon 
firsthand, for I reached a time in my life—caught up with 
stress and personal concerns—when I felt compelled to 
visit the Wizard. 

2 



If you have come to me for answers, 
then you have traveled in vain. 

THE ANSWERS WITHIN 

I first came to visit the Wizard when I was in my middle 
years. I was troubled and apprehensive, but eager to 
learn. The Wizard met me at the door, and he immediate-
ly offered me a cup of Tranquilitea, his favorite herbal tea 
blend. When I finished the tea, the Wizard asked me what 
I did for a living. I told him that I was a manager. With 
that, the Wizard smiled knowingly and asked, "Do you 
enjoy being a healer?" 

Wondering if I had been misunderstood, I hesitated 
then replied uneasily, "A healer?" 

"Why, yes," said the Wizard. He laid his hand gently 
on my shoulder. "You do not know you are in a healing 
profession? There are a lot of people who do their jobs 
and tend their homes every day, but they are living frag-
mented lives. Anyone who helps them put the pieces 
together is a healer. Healing is the process of becoming 
more whole, less fragmented. Holy comes from the same 
root word." 

The Wizard stopped a moment, smiled at me again, 
then added with a nod, "I will wager you did not know 
you were in a holy profession!" With that we both 
laughed, and all my initial tension dissolved. 

"I never thought of managing as a healing profession, 
let alone holy," I said. "If anyone needs healing, it's 

3 
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probably me." 
"That is precisely the point," affirmed the Wizard. "We 

cannot do much for others if we are not whole ourselves. 
Have you ever thought how much damage a 'sick' or 
fragmented doctor can do to his or her patients? 

"Iatrogenic is a word that describes illness caused by a 
doctor's inappropriate diagnosis, manner, or treatment. 
The word iatros is Greek for physician. Iatrogenic illness is 
induced in a patient by a doctor's inept words and actions. 
It is very common, but probably no more common for 
doctors than for nurses, teachers, factory workers, parents, 
or any other profession. I call it `managenic illness,' or 
problems people have that are caused by their managers." 

"What kinds of problems?" 
"Managenic problems are epidemic—low self-esteem, 

lack of confidence, dependency, guilt, anxiety, depression, 
fear and anger, just to name a few. Stress, with all of its 
physical consequences, is the big problem. Managing a 
business or a family is a huge responsibility. First, we 
have a job to do on ourselves before we can be of help to 
others. In this sense, we are all managers—managers of 
ourselves. It is a full-time job." The Wizard looked at me 
for a reaction. 

"I guess that's why I'm here." I squirmed a bit in my 
chair. "I need help, and I'm looking for some answers," I 
said in my most businesslike manner. 

"Have you come to find a cure for stress, a cure for the 
hurting we all experience?" asked the Wizard. 

I was a bit taken aback by his reply. "Well, I'm not 
sure. I don't know if I need to he cured of anything." 

"The word cure comes from the Latin curare meaning 
'to take care of.' Are you looking for someone to take 
care of you?" the Wizard asked. He poured more tea into 
my cup. 

"I'm quite capable of caring for myself." 

4 
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"Good," replied the Wizard, softening his directness 
with a shrug of the shoulders. "Being in a holy profession, 
you should know that in the priesthood, cura animarum 
literally means the 'care of souls' or 'pastoral care.' The 
priesthood of management is no different. Good man-
agers care for their people, and good parents care for their 
children, but they also need care. Let me rephrase my 
question. Have you come to me for pastoral care?" 

"I guess so. All I know is, I've got problems and I came 
to you for answers," I said. 

The Wizard reflected for a moment, and then spoke soft-
ly to me. He measured his words, as if to make each one 
count. "If you have come to me for answers, then you have 
traveled in vain. The answers you seek lie within you." 

His words frustrated me. I quipped, "If they do, they 
haven't made themselves visible yet!" I laughed at my 
honest admission, and the Wizard joined in. "You know, I 
really haven't laughed much lately," I said. "It feels good." 

"Laughter is one of the best healers," said the Wizard. 
"I call it 'aerobics for the spirit.' Laughing helps us main-
tain our mental fitness. As for the answers that have not 
yet revealed themselves to you, do not worry. Answers 
take time and patience. They are reticent by nature. We 
have to prepare ourselves to receive them, even to recog-
nize them. It is almost always in a relaxed state when 
answers make themselves known to us, but they will 
come. Laughter helps prepare the way." I could tell the 
Wizard was pleased with my growing ease. 

"Interesting that you should say that," I said, squinting 
my eyes and looking intently at my new mentor. "People 
always tell me I should try to relax more." 

The Wizard shook his head. "Relax, yes. Try, no. Trying 
seldom helps you relax. That's like striving to sleep—it 
doesn't work. Relaxation is a natural, allowing process. 
Often we try too hard. Just allow yourself to relax. Your 
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body knows how to do it, if you give it permission. 
"The truth you seek to your everyday problems is real-

ly quite simple, but simple is seldom easy. An awareness 
of what lies within you is the key. When you tune into the 
inside, then the outside will take care of itself. Right now, 
you have access to all the power you need. Call it God, 
wisdom or intuition, if you will, but when you discover 
your inner power, you will have your answers. That is 
what is, and that is how to be in life." 

There was a knock at the door, and the Wizard intro-
duced me to two neighbor boys. They brought him a fist-
ful of feathers, some spoor, a maiden hair fern, and 
assorted artifacts that they had just found in the woods. 
They knew "Mister Wizard" would tell them all about 
their discoveries, and he did. 
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My role is to comfort the afflicted 
and to afflict the comfortable. 

2 

WHOLENESS, HEALING, 
AND HABITS 

In the days that followed my first meeting with the 
Wizard I stayed in town at a small residential hotel. It 
was a week before I could see the Wizard again, and I 
nervously paced my room each night. Meeting the 
Wizard was so different from my daily routine that I felt 
a stranger to it all, yet at the same time, I was curiously 
attracted to the Wizard and his message. My mind was 
filled with conflicting thoughts and emotions. I didn't 
know what to make of it all. What I did know, however, 
was that I was drawn to a certain ineffable quality in the 
Wizard, and I wanted to experience more of it. 

The meeting with the Wizard had already revealed 
something startlingly simple to me. I was one of those 
fragmented people the Wizard spoke about, and I desper-
ately longed for a sense of wholeness. To that extent I did 
need healing, though I had never thought of my problems 
in that context before. I also was troubled by the thought 
that my ineffective words and actions had caused a lot of 
managenic problems for the people I supervised and for 
my family. Admittedly, I was stressed and I didn't have 
my act together, but I had always blamed it on the cir-
cumstances around me—my busy schedule, my workload, 
my health, the demands and responsibilities of my family. 

9 
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In a few days it was clear to me why I had come to the 
Wizard. If I was to be a healer, I had some work to do on 
myself. It startled me that the people I manage and the 
members of my family look to me for healing. I felt over-
whelmed and remembered the Wizard saying, "The 
answers you seek lie within you." I needed to hear 
more—a lot more. 

The next time I had an appointment, I met with the 
Wizard in his garden. Leaning on his hoe and looking 
pleased to see me, he inquired, "Did you ever see the 
stage play, The Fantasticks?" 

"No, I didn't." 
"In the 1960s, it was the longest-running production in 

American theatrical history. One of the reasons for this, I 
believe, was its simplicity. There is a delightful duet about 
growing vegetables that Huck and Bell sing in the second 
act." 

Using a small trowel as a baton and the garden as a 
stage, the Wizard strutted along the plant rows and 
addressed each plant in song: 

Plant a radish, get a radish. 
Never any doubt. 
That's why I love vegetables; 
You know what you're about. 

Plant a turnip, get a turnip. 
Maybe you'll get two. 
That's why I love vegetables; 
You know that they'll come through! 

They're dependable! 
They're befriendable! 
They're the best pal a parent's ever known! 
While with children-

10 
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It's bewilderin' 
You don't know until the seed is nearly grown, 
Just what you've sown. 

So... 
Plant a carrot, 
Get a carrot, 
Not a brussels sprout. 
That's why I love vegetables; 
You know what you're about! 

"Encore! More!" I shouted, applauding. 
The Wizard blushed, suddenly self-conscious about his 

exuberant performance. "Thank you. I've always enjoyed 
the lyrics and the music in that play. It was very popular 
during the turbulent sixties when parents didn't know 
what was happening to their children, to the social order, 
to their cherished traditions, and to themselves. It struck 
a chord somewhere deep within us." 

The Wizard went back to his hoeing. "Gardening is a 
healing art," he said. "Do you enjoy gardening?" 

"I'm not a gardener," I replied. 
"If you manage people or raise a family, then you are a 

gardener." 
"A gardener of people?" 
"A gardener of potential. Belief in another person's 

potential is the most empowering thing you can do as a 
manager or a parent. Remember the Wizard of Oz? The 
Wizard gave courage, a heart, and wisdom to Dorothy's 
friends by merely affirming their potential. Gardeners and 
managers do the same thing. They both nurture potential. 

"In nature, a seed is genetically programmed to become 
something. That something is already determined. 
Enfolded within the seed is the potential of how to be. 
Our job is to provide the appropriate context for it to 
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unfold, to express that being, to release what is. It is real-
ly quite simple, my new friend, as simple as dragging this 
hoe through the dirt." 

"But if everything was so easy, then I wouldn't be 
here," I said. 

"Remember, simple is seldom easy. First you must take 
an inner journey of self-awareness to find out who you 
are." Placing his hands over his heart, the Wizard paused. 
Then he released his hands in an open gesture of giving. 
"Then you bring that sense of how to be into everything 
you do. That's what living is all about. Sadly, few people 
are willing to make that inner journey." 

"You're really just telling me to find out what I do best 
and then do it," I said, in my most pragmatic manner. 

The Wizard was hesitant. "Yes . . . for now that will 
have to do." 

"You don't sound convinced." 
"Like a plant that grows from a seed to full flower, 

there are stages in the evolution of our being. I am con-
tent that your understanding of what I am saying is suffi-
cient for now. You are on an inner journey, or you would 
not be here, and you must take it simultaneously with the 
outer journey." 

"There are two journeys?" I asked, somewhat puzzled. 
"Yes. The outer journey is the visible one, how we live 

our lives. The reason for the inner one is to open our-
selves up to the mystery of life, to give purpose and 
meaning to the outer journey. It is a journey to our being, 
a way to discover how to be, the essence of what we are. 
That's what is." 

"I see where you get your nickname, the Wizard of Is." 
"Potentially, we are all wizards because people, like 

plants, will become something with or without help. The 
difference is in the quality of that becoming. That is 
where managing a business or a family, like gardening, 

12 
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can make a difference." 
"Quality!" I said, my face brightening. "Now that's a 

magic word in business today. And it's all about 'quality 
time' in parenting, too." 

"I am talking about the quality of living an authentic, 
whole life. I am talking about developing what is, about 
being who you are," the Wizard said. "Just as the seed is 
qualitatively no less than the bud, and the bud is no less 
than the flower, the child is no less than the adult. Each is 
complete at a certain stage while still evolving to the next 
level. Even so, we are all incomplete in terms of our qual-
itative potential. 

"The manager or the parent, like the gardener, must 
intervene to assist as needed in this natural process of 
growth. It is tough for seeds to germinate on barren soil 
or to break through an asphalt overlay, and it is difficult 
for people to grow when the conditions for qualitative 
growth are not present. Often, however, in spite of great 
handicaps, people prevail." 

"Last time we talked about healing in terms of whole-
ness," I recalled. "I've thought a lot about it, and you're 
right. When a doctor heals, he makes us whole again." 

"Doctors do not heal," replied the Wizard, gently but 
authoritatively. 

"They don't?" I must have looked somewhat surprised. 
"Doctors only assist the healing process. The same is 

true with the manager and the parent and the gardener," 
said the Wizard. "God heals. Nature heals. The body, 
mind, and spirit heal. Healing is a natural process and 
wholeness is the natural state. It is unnatural to be frag-
mented." 

"I suppose you're right. I see now why they call you 
the Wizard!" 

"I am glad I was not living in this country 300 years 
ago," observed the Wizard. 

13 



THE How -To-BE BOOK 

"Why's that?" 
"Did you know that at the celebrated Salem, 

Massachusetts, witch trials in 1692, both women and 
men were put to death? And, of course, a male witch is 
called a wizard. This wizard stuff was risky business! 
Fortunately, times have changed, but it is curious how the 
two words have evolved—to be a witch today is still not 
considered positive by most people, but to be a wizard, or 
even a whiz—that is all very good." 

"I certainly don't think of wizards and witches in the 
same context." 

"Language influences us more than we realize." The 
Wizard was now in his element, the world of words. 
"Men often come out sounding better in the language of 
our male-dominated culture. When a man loses his sexual 
power, we say he is impotent. When the same condition 
happens to a woman, we say she is frigid. In using these 
words, society defines a man in terms of power and a 
woman in terms of temperature." This means that men 
are supposed to be powerful and women are supposed to 
be warm. Why not warm men and powerful women?" 

"I never thought of it that way," I admitted. 
"Few people do. Our role as managers and parents," 

said the Wizard, "is to awaken others. If I have awakened 
something within you, then I am pleased. My role is to 
comfort the afflicted and to afflict the comfortable. 
Healing requires both." 

I noted the impish grin on the Wizard's face. "What do 
you mean by 'afflicting the comfortable'?" 

The Wizard picked up his pruning shears and gently 
snipped several small shoots off a young apple tree. 
Looking down at the shears in his hands, the Wizard 
said, "A doctor has many tools to facilitate the healing 
process. The harshest of these is the scalpel. It hurts when 
it cuts, but it is a healing instrument. Surgery, although it 
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destroys, can expedite the healing process. As a gardener, 
we have to snip off some branches to give a tree shape 
and boost its growth. Sometimes as managers and parents 
we have to take 'surgical' action to change behavior. 

"If you would like to understand what I mean by 
'afflicting the comfortable,' it helps to know a bit about 
habit. Simply speaking, habits are patterns of behavior 
formed by our brain, the greatest patterning instrument 
ever devised. William James said that habits are 'the great 
flywheel of human behavior.' That metaphor illustrates 
the power of habit." 

"Interesting," I said, puzzled. "I don't think of the 
brain as a habit-making device." 

"The brain's most undervalued talent is its capacity to 
pattern," said the Wizard. "Patterns make things familiar 
and understandable for us. Without patterns, life would 
have no meaning." 

"What kind of patterns?" 
The Wizard tied up some errant sweet pea sprouts to a 

lattice of string. "The brain organizes the information it 
receives into patterns of perception that make sense to us. 
This is what makes things familiar. We then act on the 
basis of these perceptions. When our actions are repeated, 
they become habits or routines. The brain is at its uncre-
ative best when it is acting habitually in its tried and 
proven ways." 

"What do you mean by 'uncreative best'?" 
"If the brain were not so brilliant in this ability to 

make things familiar to us, every experience we have 
would be new. Nothing would be familiar. Can you imag-
ine what that would be like? You could not have found 
your way here today. You certainly would never find your 
way home. You would have no recollection of it, but it 
would not matter anyway—when you got home you 
would not recognize your own family!" 
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We both laughed at the absurdity of it all. 
"And to think we take this all for granted," I said, 

throwing my arms in the air. 
"Yes, that is why I say the brain is undervalued. We do 

not accord it the recognition it deserves. This brilliant 
ability, however, is also the brain's greatest limitation." 

"How's that?" 
"Habit patterns become routines, and routines become 

ruts. When life is a rut, we act without thought We 
become mindless, unaware, and out of touch with the 
present. We become trapped in a mindset. No longer 
mindful of the moment, we lose that special feeling of 
aliveness. Then we are, for all intents, dead." 

"Dead?" 
"Dead to the present, the only state in which we live," 

clarified the Wizard. "Therefore, dead to life. We exist, 
but we do not live. We are in our 'comfort zone,' a com-
placent satisfaction with things as they are. We are reluc-
tant to try something new, to 'test our edges.' In a rapidly 
changing world, this can be fatal." 

"So what are we to do?" I asked. "What can I do." 
"We have to jar the brain out of its comfortable mind-

set, or life will jar it for us. We are often the last to realize 
when our habits no longer serve us well," explained the 
Wizard. "This is what I call 'afflicting the comfortable.' " 

"But how can I jar my brain?" 
"We have to jar our senses, jar our awareness, and jar 

our perception. In order to grow, we have to break out of 
these self-imposed, comfortable mindsets. This will 
heighten our awareness and put our senses on maximum 
alert. Then we will experience the feeling of aliveness 
once again." The Wizard opened his arms expansively 
and drew a deep, satisfying breath. "It's like going outside 
and breathing fresh air after being cooped up in a room 
for days." 
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"I need some of that fresh air, so how do I go about 
it?" I pressed. 

"Aliveness comes from seeing and doing things differ-
ently. This is the essence of creativity. Creative artists see 
the world differently and interpret it through the media 
of paint, lyrics, music, photography, or dance. The endur-
ing ones are those who change with the times. This is 
how they stay alive artistically. They have cultivated what 
Ellen Langer calls 'creative uncertainty,' and that enables 
them to stay tuned to the present. To keep breathing fresh 
air they must forever fend off the negative forces of 
habit." 

"So now we're back to habit," I said with resignation 
in my voice. 

"Remember," reminded the Wizard, "that's what the 
brain does best. The way we see things determines the 
way we do things. And the way we do things, in turn, 
influences how we see things. This forms a mindset, a 
closed habit loop of seeing things repeatedly in the same 
way and acting accordingly: If we always do what we 
always did, we'll always get what we always got. 
Breaking out of this mindset, or comfort zone, is difficult 
because it is uncomfortable. Habits persist unless we 
afflict our comfortable ways." 

"How do you suggest we afflict ourselves?" I asked, 
rather fearful of the Wizard's possible answers. 

"One way to set habits aside is to address old situa-
tions in new ways. A good method is to put yourself in 
unfamiliar situations. For example, traveling or living in a 
foreign culture will help you take a fresh look at your old 
ways. We do not have to go abroad, however, to find 
unfamiliar situations. Any new challenge will do. Start a 
new hobby, seek out new friends, take a different kind of 
vacation, do something daring. . ." 

"Daring? Like what?" 
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"Last year for my birthday," the Wizard paused as he 
cocked his head to one side and shifted his eyes upward, 
"I went skydiving for the first time." 

I went slackjawed. "Skydiving! What was it like?" 
"I have never experienced a similar sense of aliveness. 

When you step out of an airplane two miles up, tumble 
out into space, and fall 7,000 feet in 35 seconds, you 
experience a sensory assault quite unlike anything you 
ever felt before." 

"But why did you do it?" 
"I wanted to test my edges. I was curious as to how I 

would react to the challenge. That is the 'creative uncer-
tainty' I mentioned. In this sport, you really have to stay 
focused on the present. I had no idea how I would feel 
when the door opened at an altitude of 10,500 feet and 
the jumpmaster said, 'Let's go!' " 

I looked at the Wizard with a mixture of awe and won-
derment. "Skydiving is really quite safe, just unforgiving 
of mistakes." The Wizard chuckled. "At that height, you 
are approximately one minute from impact with the 
ground. That tends to focus your attention on the 
moment." 

"I should think so," I exclaimed. 
"But the point is, my friend, try to put yourself in unfa-

miliar situations. Another way to break habits is to 
enlarge the context in which you live and work. This is 
called reframing. The environmental slogan, 'Think 
Globally, Act Locally,' illustrates this. If we enlarge our 
frame of reference to think of the global consequences of 
our actions, we are likely to change the way we behave at 
the local level. Our reframed view may alter what we do. 
This is what we call the big picture. Seeing this larger 
view often afflicts our comfortable ways, however, and 
we do not make changes. We wait until things get intoler-
ably bad before we break our habits. Then, like the alco-
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holic who loses a job and a family before taking treat-
ment, we reluctantly change." 

"I must be in one of those habit loops," I said with res-
ignation. "My life is out of my control. I go from crisis to 
crisis. I'm not managing my staff very well. I'm not being 
a very good parent either. I'm just reacting to things, 
putting out the fires. It's very frustrating." 

Holding up his index finger, the Wizard predicted, "If 
you make just one change, your work habits and your 
parenting habits will change significantly. I am talking 
about the need for you to understand the fundamental 
differences between urgency and importance." 

"In my world," I retorted, "there is no difference. 
Everything is urgent and important." 

"That is precisely the perception we will break, but 
that must wait until our next meeting. When you leave, I 
have something very important to do. There are some 
things I must plant before the ground freezes. Fall is 
nature's planting time. When we follow nature's plan, we 
are richly rewarded in the spring. That is the way life is." 
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RVE 

WHAT HAPPENS TO 

BEGIN 8 

HE PEOPLE, THE 

LEVEL. 

R AT PLAY, ADD AN UNFAMILIAR DIMENSION TO YO 

IAR PRO DURES: 

1. TAKE A DIFFERENT VACATION—AT A DIFFERENT PLACE, WITH DIFFERENT 

TIME. 

EETING OF REGULAR INSIDERS. 

ECT THAT ISN'T NORMALLY TALKED ABOUT. 

ARRANGE THE CHAIRS IN A CIRCLE; REARRANGE THE FURNITURE. 

OMEONE ELSE MODERATE TING YOU WOULD NORMALLY BE IN 

7. ASK YOUR CHILDREN TO HELP YOU PREPARE SOMETHING NEW AND UNTRIED 

FOR DINNER. 

8. LET THE CHILDREN CHOOSE A SUBJECT FOR FAA! 

THE MEETING. 

TALK ABOUT THE DI S, CH ES, AND TENSIONS THESE CHANGES 

CAUSED, AS WELL AS THE POSITIVE OUTCOMES. WHAT DOES THIS SAY ABOUT 

YOU, THE PEOPLE YOU WORK WITH, OR THE OTHER MEMBERS OF YOUR FAM1LY? 

WHAT DOES THIS SAY ABOUT YOUR TOLERANCE, YOUR APTABILITY. YOUR 

RESOURCEFULNESS? 

* ASK "WHAT IF" QUESTIONS TO STIMUL PATORY THINKING: 

1, WHAT IF YOU WERE GIVEN A FREE HAND TO DO WHAT YOU THOUGHT BEST 

FOR YOUR COMPANY? 
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WHAT WOULD 

COULD GIVE YOU A WHAT 

, WOULD THEY GIVE YOU, AND WHAT WOULD YOU DO 

RESULT? 

5. WHAT IF YOUR BEST CUSTOMER GAVE YOU 30 DAYS TO IMPROVE SERVICE IP 

OR LOSE THE ACCOUNT? 

PUT YOU ON 30 DAY NOTICE? WHAT WOULD THE 

AT WOULD YOU DO ABOUT THEM? 

D OU DO DIFFERENTLY IF YOU COULD START YOUR CAREER 

R YOUR FAMILY LIFE OVER AGAIN? 

IF YOU HAD ONLY ONE YEAR TO LIVE? 

ULD YOU SPEND $10 MILLION? 
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You can no longer be just a problem solver. 
You must also become a possibility seeker. 

3 

MAKING THE IMPORTANT 
URGENT 

In the days that followed, I tried to do some things differ-
ently. I left the Wizard's town and returned to the famil-
iarity of my own city, my own job, and my own home 
and family. But I varied my route to work in the morning. 
Sometimes I took public transportation, which I had 
never done before. I altered my lunch time and I tried dif-
ferent restaurants and varied menus. I also changed some 
of my work routines. I switched a regular afternoon 
meeting to the morning, and I cut out other meetings 
altogether. These changes definitely enhanced my aware-
ness level. Generally, I became conscious of spending 
more one-on-one time with my staff people. The thought 
of being a "gardener of potential" appealed to me. 

At home I consciously made an effort to "afflict" my 
comfortable ways by breaking some of the patterns I had 
become accustomed to. I changed our menu for greater 
variety, took a more active interest in the children's 
schoolwork, planned some different family activities that 
focused on fun, and even shot some hoops with my son. I 
noticed an increase in energy as I shifted out of a habit 
pattern. Aware of all the new possibilities open to me, I 
felt totally alert. I seldom felt this way before, and I real-
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ized it was because my old habit pattern had obscured my 
perception. I knew how blinded I had become. How sub-
tle those habit loops are, I thought to myself. Not know-
ing we're in the loops, we can't see our way out. 

I now realized that the Wizard was right. The mind 
needs to be jarred out of its natural complacency. There 
is, however, dislocation and discontinuity before new rou-
tines can be established. But I was discovering that this 
discontinuity offered me the rich potential of creativity. I 
could fill that new void with anything I wished. Any 
number of possibilities existed. This awareness also gave 
me a renewed appreciation of the time-saving efficiency 
of a good routine. 

All in all, my discoveries were an innervating experi-
ence, and I felt a new flush of aliveness. I could feel an 
urgency in my work and in my parenting, and I wanted 
to know how this urgency differed from importance, as 
the Wizard had suggested. 

When we met again, the Wizard was in his garden. A 
month had passed and it was now autumn. I shared my 
excitement with him, especially about the increased level 
of awareness I experienced when I started new routines. 

"Congratulations!" he said. "It takes courage to do 
what you did, and commitment. If you had been unwill-
ing to try something different, you never would have felt 
that aliveness that comes from breaking new ground." 
With that, the Wizard made a sweeping gesture over the 
plowed ground of his garden plot. 

"What you discovered was the challenge and excite-
ment of open space, that time between the end of the old 
and the beginning of the new. Open space is a seedbed for 
creativity. We cannot be creative while locked into habit 
patterns. Breaking the habit enables us to fill the void 
with new initiatives. To gain control of our lives we have 
to relinquish control. It is one of life's great paradoxes." 
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"It sounds like double-talk to me," I said skeptically. 
"On the contrary. It is really quite logical. In order to 

gain control of any situation with a new initiative, we 
have to surrender control of the old. This death of the old 
and birth of the new is the cycle of creation which creates 
open space in the interim. Traditional parents or business 
managers are not comfortable with open space. To them, 
unstructured time is unproductive time. They like to fill 
each moment with planned efforts. This, however, does 
not allow for the creative process to take place. Open 
space is essential for radical change." 

"Radical change?" I struggled to mask my surprise. 
The Wizard reached down and pulled out some large 

weeds from between the tomato plants. Working the 
roots free of the warm, moist soil, the Wizard held the 
fragile tendrils in his fingers. 

"Radical is from the Latin word meaning root, so I am 
talking about change at the roots. If I tear out these 
tomatoes and then plant corn, that is a radical change. 
Radical change requires open space. To do that I have to 
'let go' of my tomatoes and create an open space in which 
to sow my seed corn. It is the open space that makes the 
planting of seed corn possible." 

I played back my understanding: "You're saying that 
open space is the fertile soil of change, and if I program 
my life too tightly, I will lose the potential for new direc-
tions in my life." 

"You said it well," encouraged the Wizard. "Children 
need unstructured time to nurture their imagination and 
creative potential. This is the purpose of play. For adults, 
unstructured open space is our playtime. It is like open 
soil, and it provides the potential for radical change. As 
long as we have open space, we have potential in our 
lives. We can fill the space with any creative idea we 
choose. Once we fill that space, however, we commit our-
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selves to a new initiative which, like the corn, takes root 
as a new idea, a different routine." 

"And once the new idea takes root, it's here to stay 
until we uproot it for something else. Right?" I asked. "Is 
change always a radical, uprooting process?" 

"No, only radical change is uprooting. As long as we 
are committed to a new idea, we do not uproot it. We 
nurture it. This is what I did with the tomatoes a moment 
ago. I made it easier for them to grow by removing the 
weeds, not the tomatoes. This is change of a more gradu-
al kind that supports and nurtures the existing idea; 
whereas radical change pulls up the idea by its roots, and 
replaces it with another. The optimal time to make signifi-
cant change is when things are unsettled, like an unplant-
ed garden. That is the fluid state of open space, the time 
to sow the seeds of our choice." 

"The change may have been gradual for the tomatoes, 
but it was radical for the weeds!" I quipped with a mis-
chievous smile. 

The Wizard smiled back, enjoying my emerging playful 
manner. "Gradual change is the kind we make to improve 
an existing idea. For this process, we need a certain order 
and stability. The existing idea, pattern, or procedure in 
our lives provides this. But when the pattern breaks 
down, as it inevitably will, chaos and confusion set in. 
This is open space, the seedbed for radical change—the 
rich soil where a new pattern will grow. Leaders in the 
business community and innovative parents who under-
stand this concept always use the uncertainty of chaos to 
make changes. Those who do not understand this process 
tend to impose controls which strangle the nascent 
change process." 

"So we go from order to chaos and then back to order 
again," I summarized. 

"That is exactly right. There is a time to pull up the 
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weeds around the plants, and a time to pull up the plants 
themselves. Knowing when to do one or when to do the 
other is an art." 

The Wizard reached down and pulled a carrot out of 
the ground. Handing it to me, he smiled wryly and said, 
"Some managers uproot their people, and some parents 
uproot their children, to see how they are growing!" 

I smiled. "I know. I've had that done to me." 
"Yes," concluded the Wizard, "the chaos and uncer-

tainty of open space offers the possibility of something 
new. Once we initiate the new, we enter a period of stabil-
ity where we refine and improve our new order. In time, 
as this pattern ages and becomes increasingly less effec-
tive, we feel the need for radical change again. And so the 
cycle continues." 

"It sounds like nature's cycle. Which reminds me—did 
you finish your fall planting?" 

"Yes, thank you, I did. Nature blessed me with more 
time than usual. It has been unseasonably warm, as you 
know. The deep freeze has yet to come." 

"Then your planting chores weren't as urgent as you 
expected." 

"We must learn to create our own urgency on matters 
of importance. If we wait for situations to become urgent, 
we lose control of the situation and we eventually lose 
control of our lives. That is why we must take immediate 
action on things that are very important, even on those 
things that do not appear to be urgent." 

The Wizard planted this seed with me during our last 
meeting. It was now time to germinate it. "Wizard, are 
you saying urgent is not important?" 

"That is right, my friend. In fact, you could say they 
are opposites." 

"That is hard for me to imagine," I said skeptically, 
folding my arms in a "prove-it-to-me" posture. 
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The Wizard smoothed out the fine topsoil in an open 
corner of his garden. He then took a stick and drew a line 
to form two columns. At the top of one he scratched a 
big "U" for Urgent, and in the other column he scratched 
a big "I" for Important. 

"The distinction we make here will help you break the 
habit that everything is urgent. We will define urgent as 
immediate, a short-term crisis or problem. Whereas, 
important is significant, something that could really make 
a difference, a long term opportunity or possibility." 

Then the Wizard scratched several words under the 
two letters: 

immediate significant 

short-term long-term 

crisis/problem opportunity/possibility 

"In day-to-day life, the urgent and the routine drive out 
the important. After taking care of the routine and urgent 
matters, typically there is no time left for the important. 
This is the problem with crisis management for both busi-
nesses and families. It can only get us back to where we 
were before the crisis started. It does not move us for-
ward. When we become exclusively problem solvers, we 
allow the urgency of events to dictate our priorities. We 
become consumed with crises, trampled by the march of 
events. In the words of one executive, we become 'fodder 
for time.' " 

"You've just described my life," I admitted. 
"The reason for this is simple," said the Wizard. 

"Problems are pushy. They are very aggressive, forcing 
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themselves upon us. Possibilities are shy, and they must 
be sought out. It is like having two employees or two 
children—one named 'Problem' and the other 
'Possibility.' The one is always intruding in our lives; the 
other is reticent, unobtrusive, scarcely noticed. Who takes 
up most of our time?" 

"Problem," I answered, nodding my head knowingly. 
"Imagine that you are at the office working with Peter 

Problem. He is taking up all of your time. Standing out-
side your door, unnoticed, is Paula Possibility, too shy to 
come in. Paula is patient, like all possibilities, waiting to 
be invited in. But nothing happens because of your preoc-
cupation with Peter. Now Paula faces a choice. One 
option is to slip silently away, as most possibilities do. 
You as a manager will not be accountable for this 
unknown lost opportunity. But Paula can also lose her 
patience, burst into your office, and demand to be heard. 
In choosing this option, however, she is no longer a possi-
bility. She is now Paula Problem, and her message is 
urgent. Now we have two problems, Peter and Paula. 
And, unlike possibilities, you will be held accountable for 
solving both of them." 

"Paula Problem is like a phone ringing or a baby cry-
ing. Somebody has to pick it up." I could identify with 
this situation. 

"That is right," acknowledged the Wizard, "but busi-
ness managers and parents have become so enamored 
with problem solving that they have lost sight of possibil-
ities. If your focus is only on problem solving, you will 
find yourself at the end of the year wondering where the 
time went and what you really have accomplished. Now 
you are a year older, more distressed, and you have little 
of substance to show for the time you have spent. Life 
has been a rescue and salvage operation, exhilarating at 
times, but ultimately exhausting. This is the road to pro-
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fessional and personal burnout." 
"I can speak to that," I said, my shoulders sagging 

under a heavy weight. "So what can I do?" 
"Become more creative," said the Wizard. "Only 

through a creative search for possibilities can you run 
your business without it running you, or run your family 
without it running you ragged! You can no longer be just 
a problem solver. You must also become a possibility 
seeker. Some people, of course, will always see problems. 
Significantly fewer will see the ever-present possibilities in 
all situations. The difference here is in attitude and per-
ception, in how you look at life." 

"I'm sure that's true, but why is it so?" 
"I believe it has to do with the immediacy of problems. 

Problems are usually 'in-your-face' phenomena." 
Intrigued, I asked, "When does a possibility become a 

problem?" 
"For a possibility seeker, it never really does. If a prob-

lem is not picked up early, it simply presents itself as a 
'late possibility.' It is an eleventh hour opportunity to do 
something that should have been done sooner." 

"Aren't you just playing with words when you call a 
problem a late possibility?" 

"It is much more than that," explained the Wizard. 
"Problem solving can only put us back on track. A 'late 
possibility' tells us we may still have time to lay some 
new track. In this sense, problems provide us with the 
opportunity to take us beyond where we left off. Every 
crisis is an opportunity. Every illness is a chance to be 
stronger and healthier than before. We have the capacity 
to position ourselves better for tomorrow as a result of 
every experience we face today." 

"It's all in how you see things, isn't it?" I said. "It's the 
difference between getting back to normal versus being 
better than before. Normal could be getting back into the 
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old rut again, couldn't it? So I can use any problem as a 
means or an opportunity to get me out of a rut, beyond 
where I am." 

I could tell that the Wizard was pleased with my 
response. "It is all a matter of perception, as you said. 
Solving problems only restores us to our former ways. 
Possibilities, however, have the power to change our 
ways. They arouse us, uplift us, and offer hope. The 
power of possibilities is their ability to sustain us through 
the problems we face." 

"We have to keep our problems in perspective, right?" 
"Yes, keep them in the context of possibilities. Without 

possibilities, problems can be overpowering. And some 
problems will even diminish as you pursue possibilities. 
When you are working on the important things in your 
life, fewer crises will develop. In time you will gain con-
trol over the fragmented parts of your life and have more 
time to do the things you want to do." 

"It makes so much sense. Why don't we do it more 
often?" I wondered. 

"I will let you in on a secret," whispered the Wizard, 
drawing me closer. "We do not want to admit it but, in 
truth, most of us like things the way they are. Crises 
make the big decisions for us. They get the energy flowing 
and dictate where the time and attention go. Like auto-
cratic managers or dictatorial parents, problems tell us 
what to do. In doing so, they spare us the difficulty of 
making tough choices." 

"So letting problems set our priorities is a lazy way of 
running a business, a family, or a life. It's a cop-out." 

"That is exactly right, my friend. Chasing after prob-
lems is an easy way you can avoid some difficult existen-
tial questions and some fundamental management and 
family decisions." 

"So then what do I do?" I thought I knew the answer 
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but I wanted to hear it from the Wizard. 
"So what do you do about the problems in your life? 

Try something simple. You can convert a possibility into 
a crisis. It is like inducing labor. You can precipitate a 
'possibility crisis' on your own terms before a possibility 
goes away or becomes a problem. This is the only way a 
possibility can hope to compete with the immediacy of a 
crisis. You have to make the possibility more tangible and 
appealing, more exciting to attract the energies of those 
you wish to involve. 

"The idea is to get people excited about a possibility 
and then to determine what must be done now if it is to 
become a reality. Then you take that first step with the 
same urgency that you address any crisis. That is a 'possi-
bility crisis.' If it is not done now, we may lose the oppor-
tunity. That is what leadership is all about. Leaders are 
possibility precipitators. They empower us with the 
immediate presence of possibilities." 

"What about managers?" I asked entreatingly. 
"Oh, they are definitely more problem solvers than 

possibility precipitators." 
"That's fascinating! Clearly, I've been more a manager 

than a leader. And I haven't been a very creative parent, 
either. You're saying I should take the initiative by precip-
itating a possibility of my own choice rather than 
responding to problems that force themselves upon me at 
work or at home." 

"It is not a case of either/or." The Wizard was not lim-
ited to either/or thinking. "You will have to deal with 
both problems and possibilities, but it is a matter of bal-
ancing your priorities. Precipitating possibilities is a must, 
or you will never get long-term control over your life. 
While you are working within the realm of possibilities, 
you must deal with crises as they come. Problems are sub-
ordinated to the possibilities and, in time, they will 
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diminish in number and intensity. This is how you can 
gain mastery over your work and home life. You must 
both lead and manage." 

"I see I have a lot more to learn about this," I said, 
shaking my head. 

"Only by focusing on possibilities can you break out of 
the gravitational pull of your problems. You have to 
think about potential to get beyond the present. 
Possibilities lurk in open space and offer the potential for 
quantum change." 

"I'd really like to know more about how to find these 
possibilities." 

As he had in our past meetings, the Wizard prepared 
me for the next stage. "It all begins with the images you 
carry around in your mind. These imaginative internal 
pictures usually dominate the images you receive from the 
outside world. A clear mental image of a desirable possi-
bility is a compelling thing. If you desire something and 
visualize it very clearly, it is likely to happen. That is why 
it is very important to be aware of what is on your mind. 
We will talk about that another time if you wish to 
arrange another meeting, but right now my rose bushes 
need attention. I can sec their possibilities, but if I wait 
much longer, I could have a problem on my hands." 

The Wizard caressed the last fragile blooms of his rose 
bushes. "The growing season is short here, far too short. 
I do not like to see it come to an end, for these flowers 
give me so much joy. I know I will have to take some 
action now—getting these rose bushes pruned for win-
ter—so I can experience their floral abundance again in 
the spring. That is the way life is." 
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Ultimately, leaders do not possess visions; 
visions possess them. 

4 

THE POWER OF 
POSSIBILITIES 

I began to find immediate applications in my life for the 
distinction between what is urgent and what is important. 
I discovered that 95% of my time was spent in routine 
and urgent activities, like responding to demands imposed 
upon me by others at work, and putting out "fires" that 
might have been easily prevented. At home I found I 
spent much time monitoring disputes between my chil-
dren. The Wizard was right. There was no time for the 
important things in my life. In the month that followed 
our last meeting, I discontinued several activities, I dele-
gated others, and I continually asked himself the question; 
"Is what I'm doing the best use of my time right now?" 

Here is just one example. I witnessed the empowering 
nature of possibilities as I counseled my staff on what 
they could do to impact our company in a significant 
way. An entrepreneurial spirit began to bloom as the 
important issues were being addressed and people began 
to feel they could "make a difference." In less than a 
month I had transformed the way I managed my busi-
ness. The Wizard had predicted that this one change of 
perception would change my work habits significantly. 
Nothing I did on the job before had so dramatically 
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changed things as this. I was also seeing positive changes 
in my family life as I changed my focus from problems to 
possibilities. In my excitement, I called the Wizard and 
asked if I could see him the following day. When I 
arrived, I found the Wizard sitting on his front porch. 

"I'm so pleased I was able to see you on such short 
notice," I told him. "I didn't think you'd be available." 

"I purposely keep open space on my calendar," replied 
the Wizard. "If you recall, that is fertile time. When I 
allow my day to be cluttered with busywork, I have no 
time for creative possibilities, and no time for you." 

"Is helping me what you consider important?" I 
inquired timidly. 

"Is it important to you?" 
"Why, yes. Of course it is." 
"Then it is important to me," said the Wizard. "Tell 

me, what have you discovered since we last met?" 
"I discovered that I wasn't doing anything really 

important, so I had a team-building session with my sub-
ordinates, and we came up with a vision for our compa-
ny." I spoke with pride. "We're now working on a set of 
objectives to carry it out. I can see a difference already." 

"I am not surprised," rejoined the Wizard. "I would 
suggest, however, that you not use the word subordinate. 
We have talked about the powerful effect language has on 
us. If you label people as subordinate, they will become 
so. You want to empower them, not subordinate them. It 
is a useful word in the military, but is has no place in our 
vocabulary today." 

"What do you suggest?" I asked, a bit surprised. 
"Anything that does not limit them—people, col-

leagues, members, associates, partners, affiliates, staff, 
delegates . . . ." The Wizard raised his eyebrows and 
opened his palms as if to offer me my choice. 

"They don't sound the same," I said. 
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"They are not the same. We are talking about a change 
of perception, and language can help us make that 
change. You will get used to using them, like using the 
word vision. Not long ago, vision was taboo in business. 
Now it is fashionable. Times change, and words change 
to reflect the times." said the Wizard. 

"I guess you're right." I said. "Then the word superior 
is out, too?" 

"Absolutely," the Wizard replied unequivocally. "That 
is a dreadful word! When the industrial revolution began 
and people flocked to the cities to work in factories, 
employers faced the problem of managing large numbers 
of people. The only model they had for management was 
the military, so they adopted its methods and its lan-
guage. The military model outlived its usefulness long 
ago, but the methods and the language persist. Changing 
the language will help us change our methods." 

"What model do we have to take its place?" I asked. 
"That is the question," affirmed the Wizard. "We are 

in a transitional period where the old no longer works 
and the new is unfamiliar and ill-defined. I suspect there 
will be a variety of models to replace the old one. The 
terms `superior/subordinate' indicate a rigid structural 
order. The old pyramid with its hierarchy of boxes, levels, 
and channels of communication is just too inflexible." 

"But you have to have some structure." I was strug-
gling with the possibilities here. 

The Wizard placed his feet squarely on the porch floor 
and firmly gripped the arms of his rocker. Holding them 
for a moment, he then reached out with his knuckles and 
rapped sharply on the pillar beside him, as if to test its 
soundness. "To be sure, structure is vital, but it must 
serve us and not get in the way. Networks of individuals 
and teams are replacing the pyramid as the most effective 
means of communication. The CEO of the General 
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Electric Company says his objective is to create a 'bound-
aryless company.' " 

"How do you control employees with a network or 
without boundaries?" I was genuinely puzzled. 

"You do not control, nor do you want to. The release 
of energy, rather than its control, is the emphasis you 
want. In the information age, we have to access data 
quickly. Power lies in sharing, not withholding informa-
tion. Leaders have a vision of what they want to accom-
plish, and they empower people throughout the network 
to make it happen. This provides a looser but more pow-
erful form of control. Visions do not fit neatly into a 
tightly-controlled organization." 

For me the questions were coming faster than the 
answers. "How's that?" I asked. 

"Visions are commitments to the self to make some-
thing happen, but they cross functional boundaries, go 
well beyond job descriptions, and often exceed the 
authority given to the job. As such," said the Wizard, 
"traditional structures cannot cope with visions." 

"So what can I do, Wizard, to change the structure of 
my business?" 

"We need more fluid organizations and more open 
space so people can get on with their commitments. 
Networks of people creatively interacting serve this pur-
pose perfectly. In organizations that encourage this, peo-
ple find support they never knew existed. The organiza-
tional synergy is enormous." 

My orderly world was crumbling all around me. I 
responded in the only way I knew. "It sounds chaotic." 

"It is, and that is good. Creativity is chaotic. It is never 
neat and orderly. Have you ever visited an artist's studio? 
It is a disaster! Paint is everywhere. Some of it, the rele-
vant colors and amounts, finds its way to the canvas, and 
somehow it all comes together. To the artist, the vision on 
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her or his mind is as clear as the finished painting, but the 
open space between the image and the finished product is 
rather messy. The same is true for any creative endeavor. 
In business, however, it is not paint but ideas, energy, and 
information that is living and chaotic. Controlling that is 
like telling the artist what and how to paint." 

As always, the Wizard was convincing. "That's a good 
analogy. You've made a strong point for vision. That's 
why I had that session with my subord— . . . with my 
staff," I said, correcting myself. "Perhaps you could help 
me understand this better." 

"I would be happy to. Vision is such a misunderstood 
word. First of all, it is not something 'out there' or in the 
future." The Wizard pointed across the road, out past the 
dry corn stalks in a field, out to the horizon. Then, 
putting his finger to his head, he added, "It is in here, and 
it is happening now. It is a here-and-now, not a there-and-
then, phenomenon. Vision is a living thing, and the more 
we think about it, the more it grows in clarity and inten-
sity. This is what makes a leader powerful—the capacity 
to envision a desired state and to communicate it in a 
clear and compelling manner. Ultimately, leaders do not 
possess visions; visions possess them. This is how leaders 
make things happen." 

The Wizard could not conceal an impish look. "It has 
been said that there are three kinds of people—those who 
make things happen, those who watch things happen, 
and those who do not know what happened!" 

I laughed. "I regret that I am probably one of those 
people who don't know what's happened." 

"And you are not alone," encouraged the Wizard. 
"The art lies in seeing possibilities, in seeing what you 
want. When you visualize something, you 'see' it in your 
mind's eye. You don't know where this is except that it 
lies beyond what you can literally see. As such, seeing 
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possibilities is beyond the limitation of our senses. That is 
the power of imagination, my friend. You can imagine 
what you wish, unencumbered by conscious constraints. 
You can transcend your problems and soar into the realm 
of pure possibilities." 

My face face lit up. "I just made a connection. In our 
last meeting, we talked about being possibility seekers. 
Imagination is the means by which we do so." 

"You have just answered your own question, How do I 
become a possibility seeker?" said the Wizard. "You 
decide what you want, and then you imagine it to be so. 
You can become a possibility seeker by seeing the possi-
bility in your mind's eye. Imagination makes the future 
happen now. Remember too, you energize the image by 
the act of imagining it. In other words, just thinking 
about it makes it more likely to happen. Focusing your 
mind empowers the object of your focus. This is the 
strength of concentration." 

The Wizard began to pace back and forth with excite-
ment. "A vision is a creative act. You have brought some-
thing into being. The artist has an image of what she 
wants to create before painting it on canvas, and the writ-
er sees the plot unfolding in his mind before putting it on 
paper. This is the initial step in a sequence that translates 
image into reality. Vision is the start of a mysterious pro-
cess that transforms dreams into reality. It is the link 
between mind and body, the first step in an action 
sequence powered by feelings." 

"Powered by feelings?" 
"Feelings empower," said the Wizard. "If you reflect on 

an event of the past, the feelings associated with that 
event come with it. Try it. Think back to a particularly 
satisfying moment in your life." 

I remained silent for a moment, and then I slowly start-
ed to smile. 
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"You are enjoying yourself," observed the Wizard. 
"I was thinking about when my son was born. That 

was the happiest moment in my life. I had always wanted 
a boy. While I was thinking about that event, I could 
actually feel some of the same sensations I experienced 
sixteen years ago." I cocked my head to one side in a 
reflective trance, glowing in silent remembrance. 

The Wizard softly said, "You've made my point." 
I looked up at the Wizard, and he continued. "A men-

tal image of a past event summons the feelings that 
accompany it, as you have just demonstrated. Now 
remember this: The same is true when you project an 
image forward. For example, if you wish to be a more 
loving person, you simply have to imagine yourself so, 
and you will begin to feel more loving. The feelings will 
empower you to act towards others and towards yourself 
in a more loving manner. This may surprise you, but the 
mind does not know the difference between a vivid men-
tal image and the real thing, something concrete and 
already manifested in your life." 

"Wizard, are you saying that something in my head is 
the same as the real thing? I find that very hard to 
believe," I said skeptically. 

"If the image and the feelings are vivid enough, then 
yes, your mental image is the same as physical reality. Tell 
me, when you see an attractive person on the street, does 
that person do something to you emotionally and physi-
cally?" asked the Wizard, zeroing in on my skepticism. 

"Of course," I responded quickly. I didn't want to give 
the Wizard the impression that I was emotionally inert. 

"Good. Now then, close your eyes and visualize that 
attractive person who stirs you emotionally. See yourself 
interacting together in a pleasurable setting. Feel the ener-
gy present—intellectual, physical, emotional. Observe the 
subtle ways that you find so attractive—the warm and 
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affectionate eyes, the way the other person laughs, the 
spontaneity and natural manner. Notice how responsive 
that person is to your every movement. Savor the intima-
cy of the moment, just the two of you. Feel the. . ." 

"Stop!" I said playfully. "I get the point. You had me in 
another world." 

"On the contrary," said the Wizard, "you had yourself 
in another world!" 

"Okay, I'm sold. Now tell me how I can use this won-
derful visualizing power." 

The Wizard stood up and walked into the house. A 
moment later he returned with a book of writings by 
Thomas Carlyle, the brilliant nineteenth century Scottish 
historian. The Wizard quoted Carlyle: "The thought is 
always the ancestor of the deed." Allowing a moment for 
the thought to sink in, he continued, "You recall when we 
recently met, we talked about perception and action. 
What you view or what you see in your mind determines 
what you do." 

"But, Wizard, you also said the process works the 
other way as well. What I do effects the way I view 
things," I challenged. 

"Yes, that is exactly right. Your experience will deter-
mine what you see and how you see it. That completes 
the loop—what you see determines what you do, and 
what you do determines what you see. You and most 
other people now go around in that loop, repeating your 
behavior mindlessly. If you wish to change your behavior, 
you have to change the images in your mind. It is simply 
a matter of choice, replacing the old image with a new 
one. The thought is always the ancestor of the deed. If 
you want to change your deeds, you have to change its 
ancestors, which are your thoughts." 

"Is a change in thought really the only way out?" 
"It is the only permanent way out," said the Wizard. 
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"You can break the cycle with a simple change of behav-
ior, but it will be short-lived if the mental image does not 
change with it. Remember, it is the image you carry in 
your mind that tends to prevail over the images coming 
from the outside. All people see the world from the inside 
out. These mindsets, the habitual patterns we have set for 
ourselves, are difficult to break." 

Repeating the Wizard's words from an earlier time, I 
said, "That is why we need to 'afflict the comfortable,' by 
jarring our perception." 

"You remember well. Einstein said that we determine 
reality by the 'kingdom within us.' That is why it is 
important to know your inner orientations. Many of us 
are programmed with mindsets that prevent us from 
making new choices and creatively interacting with oth-
ers. Some of these patterns date back to our childhood. 
The good news is that you have a choice. You can repro-
gram yourself. Anything that has been programmed into 
us can be deprogramed out of us. There is a simple way, 
but it will have to wait. In the meantime, if you practice 
visualization, you will not be disappointed. That is the 
way life is." 
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The truth is that you energize what you think about. 
You empower what you attend to. 

5 

IMAGINATION-
THE NEW REALITY 

For the next several weeks I was obsessed with my new 
insights on vision. To me, vision had only been a fancy 
word for long-range planning, like determining manage-
ment objectives at work or saving money for my chil-
dren's college tuition. Vision was always dressed up a lit-
tle bit so it could be framed and hung on the walls as 
executive boilerplate—something that nobody could dis-
agree with or get excited about. 

Now vision had become a living thing. I vividly 
recalled how the Wizard had demonstrated through men-
tal imagery that the mind and the body are one. The link 
between thoughts and feelings is very real in the recollec-
tion of past events. This certainly was not a new idea, but 
somehow I had never realized how it could be conscious-
ly applied to my future. I saw the possibilities of the 
future and the present becoming one with imagination. I 
was practicing pure alchemy, transmuting baser metals 
into gold! 

I was also eager to see the Wizard again and learn the 
simple way to visualize and change mindsets. When the 
Wizard and I met again, he invited me to take a walk 
behind his house. We strolled through a wooded area of 
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maple, oak, birch, and some Norway pine. We walked 
silently for some minutes when the Wizard paused and, 
seeing a fallen birch, peeled off a small strip of its white 
outer bark. Taking a pen from his pocket, he drew a cir-
cle on the birch bark. 

"You will recall the habit loop, the mindset, that began 
with perception—what you see determines what you do." 
He wrote the word Image at the top of his circle. "All 
perception is imagery, mental imagery. Everything you see 
is an image in your brain. In that sense, all reality is 
imagery to you." 

"You're saying it all starts with imagery," I repeated. 
"Yes," said the Wizard as he moved his pen clockwise 

on the circle, writing the words Feeling and Action to 
form a three-step process. "The image is the key because 
it evokes the behavioral process that follows—an image 
arouses feelings, feelings precipitate action, and action 
reinforces the image. 

wage 

"All conscious acts begin with an image. Feeling and 
action convert that image into reality. And a vision is an 
image in here." The Wizard pointed to his head. 

"Having the vision inside you links your future with 
your present. When you visualize something, it becomes 
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real to your mind—now. In other words, in your mind's 
eye it is actually happening. In effect, you have fooled the 
mind into thinking it is occurring because it does not 
know the difference between vivid imagery and the actual 
happening. Once your mind grasps that desirable vision 
and actually sees it happening, it is hard for it to let go. 
That vision creates compelling commitment, and you find 
yourself drawn inexorably toward the new reality in your 
mind. It is powerful stuff." 

"I see what you mean," I said. "You're getting charged 
up just by talking about it." 

The Wizard excitedly continued. "Have you ever imag-
ined something and said, 'It was so real I could see it hap-
pening'? Vivid mental imagery employs all the senses. 
This reveals another secret: Thinking about possibilities 
generates more excitement than thinking about problems. 
The energizing nature of possibilities enables you to sur-
mount your problems. Without a vision, your problems 
can become overwhelming, my friend. With a vision, 
your problems become merely nettlesome obstacles. The 
Book of Proverbs says, 'Where there is no vision, the peo-
ple perish.' The same could be said of today's business 
and family life." 

"Aren't you just talking about visionary leaders, charis-
matic types—the few that have this talent?" I asked. 

"Surely this gift is well developed in extraordinary 
businesspeople and in superparents, but all of us have this 
capability. You may recall I said that belief in another's 
potential is an empowering act. When you believe in peo-
ple, you will help them become more responsible for 
themselves. They will feel encouraged to take charge of 
their own lives and rise above the problems they face. It is 
true for associates at work. It is also true for people in 
personal relationships with you, from significant others to 
children. This is the message in The Wizard of Oz. The 
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Tin Man, the Scarecrow, and the Cowardly Lion all felt 
empowered with the gifts they received: a heart, a brain, 
and courage. 

"The sporting world is filled with stories of coaches 
who empowered doubting athletes to reach performance 
potentials previously unknown to them. The same is true 
in the world of medicine. Doctors often encourage 
patients to use the formidable powers of their minds to 
rise above their afflictions." 

"So why should we expect less from the business 
world?" I asked. "And why can't we use the same princi-
ples at home, too?" 

"Exactly. A friend of mine wanted to remodel his 
house. Four builders were asked to bid. Three saw noth-
ing but problems. The fourth laid out several exciting 
possibilities. When my friend asked him how he was able 
to come up with so many ideas, he replied, 'I see beyond 
the walls.' Asked what he meant by that statement, the 
builder pointed outside to some shrubbery obscured by a 
wall. 'Those bushes are too lovely to sit out there unseen. 
I imagine how they would look from your living room, 
without the walls. I see beyond the walls.' 

"With mental imagery, you can see 'beyond the walls' 
to the possibilities that lie ahead. You can break out of 
what William Blake called your 'mind-forged manacles' 
and see the possibilities unfold before you." 

"Very interesting," I said. "I'm beginning to see some 
connections. Last time we met, you asked me to become a 
'possibility seeker.' Now you're saying that mental 
imagery and feelings convert these possibilities into 
action. This three-step process takes us 'beyond the walls' 
imposed by problems. Presumably the vision is attractive 
enough to carry us through the problems. Without the 
vision, we could lose the will to continue. Right?" 

Looking rather pleased, the Wizard smiled. "I could 
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not have said it better. Mental imagery brings the future 
to life within you right now. This starts a process that 
translates the image into reality. When an image in your 
mind becomes real to you, it becomes your 'new reality.' 
You have seen something better and you are no longer 
satisfied with the old reality, the way things are. It is this 
dynamic that literally pulls you out of the comfort zone 
of the old way, pulling you into the new reality of possi-
bilities. Pierre Currie said, 'It is necessary to make life a 
dream, and of that dream, a reality.' That says it all." 

"The future becomes the present by my ability to imag-
ine something as if it were so," I echoed. "But surely 
you're not saying that all I have to do to make something 
happen is to just see it in my mind's eye." 

"Of course not. But this is the first step, and without 
taking it, it is very unlikely that anything will happen. 
The truth is that you energize what you think about. You 
empower what you attend to. Action follows mental 
imagery. And when you use your imagination, you receive 
a very special bonus." 

"What's that?" 
"Imagery activates the right hemisphere of the brain, 

which is closely linked with the unconscious mind. With 
the image clearly and vividly in mind, you can program 
the unconscious to help you attain what you have in 
mind. This is an awesome force to have as an ally. The 
unconscious is where habits are stored. Through imagery 
you literally reprogram your unconscious mind with new 
habits to help you get what you want. Things that people 
attribute to luck, good fortune, coincidence, or syn-
chronicity are often the work of the unconscious mind 
selecting and screening inputs to the conscious mind." 

"I think I know what you mean," I said hesitantly. "A 
friend of mine is a naturalist. He finds wildlife where no 
one else can, probably because he has conditioned his 
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mind to seek it out. Nature's clues are there for all to see, 
but they are noticed only by those whose minds are 
trained to see them." 

The Wizard reached down beside the path. Brushing 
aside the larger fronds of an ostrich fern, he found a wild 
raspberry bush sheltered beneath it. Gently he removed a 
berry and handed it to me. 

"How did you know it was there?" I asked. 
"Just as you said before, I have trained myself to see 

these things." 
"I remember the first time I bought tires for my car," I 

reminisced. "I thought I was lucky to find an ad for tires 
on sale. Later, I realized tires are always on sale. I had 
never noticed the ads until I needed tires." 

"Need has a wonderful way of focusing the mind," 
said the Wizard. 

"I know what you mean. Last year, I had to give a talk 
on a subject I knew little about. In preparing for it, infor-
mation came to me from sources I never expected. At the 
time, I thought it was a remarkable coincidence. In hind-
sight, I can now see how the unconscious mind alerted 
me to images that would normally have gone unnoticed." 

"Yes, mental imagery, with the help of a trained uncon-
scious mind, gets you 'beyond the walls' of your limiting 
or negative mindsets." 

"If I think of negative things, do I strengthen them as 
well?" I wondered. 

"To be sure," replied the Wizard. "The negative things 
in your life are the walls. You can redirect negativity with 
positive imagery." With that, the Wizard stopped on the 
wooded pathway. He turned toward me with the birch 
bark still in his hand, and he wrote the word Negative in 
front of each of the three words on the circle: Negative 
Image, Negative Feeling, Negative Action. 

"If I do not see myself as capable of giving a speech, 
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then the mere thought of it terrifies me. It raises my stress 
level and floods me with feelings of fear and inadequacy, 
making it nearly impossible for me to speak effectively. 
This state of distress is commonly called 'stage fright.' 
Some say it is our number one fear, death being farther 
down on the list. Many people would rather die than give 
a speech!" 

I laughed. "I know. I can identify with that." 
"Well, you can conquer stage fright in a simple way. 

The cycle can be broken at two places." Again, the 
Wizard pointed to the circle he had drawn on the bark, 
and he scratched out the word Negative. "First, break the 
cycle at the image stage simply by redirecting your energy 
from worrying to a positive image. All you have to do is 
to see yourself performing successfully. See the audience 
responding positively and feel the euphoria of the 
moment. Imagine the people coming up to you after-
wards and saying how much they enjoyed your talk. This 
will arrest the worry and start the energy moving toward 
a positive experience." 

With that, the Wizard scratched off the remaining two 
negatives and said, "Positive mental imagery transforms 
and redirects negative energy." 

Having had some unpleasant speaking experiences, I 
was still doubtful. "I find it hard to believe it's that easy." 

"I never said it was easy. The process is simple, but 
simple is seldom easy." The Wizard had repeatedly made 
this point. "Even the doubts you express now will erode 
the process. The image in your mind of a speech with a 
wonderful outcome must be very desirable, very com-
pelling. Then it will begin to unfold." 

"You said there were two places where the negative 
cycle could be broken," I reminded the Wizard. 

"Yes. The second place to break the negative cycle is at 
the action stage. You give a great speech simply by acting 
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'as if' you were a great speaker. In California, they say 
you 'fake it 'til you make it.' It is a well-known acting 
principle. The late Cary Grant, perhaps the most loved 
actor of his time, said he was successful because he pre-
tended to be someone he wanted to be until he became 
that person. Act and you shall become. What you are 
really doing is selling yourself." 

"Selling myself?" 
"Effective salespeople do not sell products, they help 

the buyer imagine satisfaction. People buy products that 
they imagine will make them more comfortable, more 
secure, more desirable, more confident—whatever they 
would like themselves to be. When they link this image in 
their minds to the product, they buy. Technically speak-
ing, they sell themselves. 

"The process of creating mental imagery is a buying 
cycle. When you imagine something you want, you are 
'buying in' to a new image, an image of a better you, a 
better life, or a better world. After creating these images 
of satisfaction, the salesperson then acts 'as if' the other 
has bought. This positive expectation contributes to a 
positive outcome. When you do not have a salesperson to 
help you imagine, you can go through the process your-
self. That's why I say that creating mental imagery is real-
ly selling yourself. It is a time-tested process." 

I realized that what the Wizard was talking about had 
just happened to me. I had just 'bought in.' "It's really 
pretty simple, isn't it? Do you have any suggestions on 
how I can start the whole process?" 

"An easy way to begin," said the Wizard, "is with 
affirmations. An affirmation is simply a statement you 
make to yourself that affirms the image. With affirma-
tions, you can talk to yourself using words to describe the 
image. This 'self-talk' affirms the future outcome, as if it 
were already so. Positive mental imagery and affirmations 
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are powerful forces for change. Images activate the right 
hemisphere of the brain. Affirmations activate the left, or 
language side. Together, images and affirmations enlist 
the powers of the whole brain." 

"So what I say to myself is just as important as what I 
image," I said. 

"The outcome is best when they work together. Often, 
however, your self-talk is negative and works against the 
positive imagery, or your talk is positive but you cannot 
see anything good happening. Positive self-talk is needed 
to affirm the imagination, to put the image into words. 
For example, if you wish to be more assertive, you simply 
state the affirmation as if it were so, and you visualize it 
simultaneously: I am an assertive person, or People 
appreciate my assertive manner. 

Affirmations are short, specific, positive, and always in 
the present tense. Simply say as you see it. Your purpose 
in using them is to offset everything negative and to 
embed in your mind the positive image you wish to cre-
ate. When the image becomes vividly clear and com-
pellingly desirable, then you will be moved to taking 
action. You will have empowered an image and brought 
it into being. That is action a business manager and a 
busy parent can understand," he said, smiling at me. 
"Speaking of action, are you an aerobic-walker?" 

"I'm not sure what you mean by that." I was a bit fear-
ful of what I might be asked to do. 

"Right now, I feel the need to quicken the pace, to raise 
my heart rate a bit. When I do this, I imagine I am a 
world-class walker. Come with me, and I will show you 
how to do it." With that, the Wizard set out briskly on 
the path. He grinned back at me and, bending his arms at 
the elbows, he began pumping them vigorously and 
forged ahead with a sudden burst of speed. 
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The first priority of a manager is people development, 
and the means to do so is work. 

6 

GETTING OURSELVES 
TOGETHER 

During the next few weeks, I thought a lot about imagery. 
The Wizard's story about going "beyond the walls" had 
new meaning for me. I realized that I was the wall. There 
were several times when I caught myself thinking of all 
the reasons why something couldn't be done. I now con-
sciously arrested these thoughts and began to look 
beyond the problems and think about how it could be 
done. I found that my mood changed as my thoughts 
changed. I proved to myself that images give rise to feel-
ings and actions, and what we have in our minds is the 
determining factor. A new sense of power came over me 
as I thought about all the possibilities this suggested. 

I also noticed that if I imagined the potential of my 
office staff or my family members, my relationship with 
them changed. I saw them all as having greater value, arid 
they in turn responded to my positive expectation. What 
the Wizard said was true. When I attend to the image I 
have in my mind, I bring that potential into being. What 
extraordinary powers we have that we don't even begin 
to use! I couldn't wait to share the excitement of these 
newly-found powers with the Wizard. 

When we next met, the Wizard was organizing a trea-

57 



THE How -To -BE BOOK 

sure hunt with neighborhood children. "It is a pity adults 
do not have this much fun at work. Children are natural 
practitioners of the art of being alive. They develop 
through play, which is a child's work. Adults develop 
through work, which should be our form of play. This is 
what management is all about—getting people done 
through work." 

"Getting people done through work? What do you 
mean by that?" 

At that moment, several children ran up to the Wizard 
to ask him to identify what they had found—pinecones, 
feathers, wild flowers, seeds, leaves, and bark. If they 
were not objects needed for the treasure hunt, they 
dropped them immediately and rushed back into the 
woods to search again. The Wizard seemed to draw ener-
gy from the enthusiasm of the children. They were so 
open, so focused, and having so much fun. The Wizard 
said it was because children had no mindsets. 

The Wizard stepped away from the game to answer my 
question. "The classic definition of management is 'get-
ting work done through people,' but that has the wrong 
emphasis. Business must strive for both work completion 
and people development. It is a matter of which comes 
first. Most managers have work completion as their first 
priority . . . but because people do the work, they must 
come first. The first priority of a manager is people devel-
opment, and the means to do so is through work. That is 
why I say management is the art of getting people done 
through work." 

I gave the Wizard a look of mild amazement. "You 
always see things a little differently, don't you?" 

"That is what creativity is all about—different percep-
tions. Seeing things differently keeps you out of those 
insidious mindsets, those self-perpetuating habit loops. 
Speaking of habits, how have you been doing on imagery 
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and affirmations?" probed the Wizard. 
"I really could sense the power of imagination, but I 

felt rather silly saying those positive things to myself that 
weren't actually so," I said, embarrassed. 

"Anything new seems strange at first. But please realize 
you do not have any difficulty saying negative affirma-
tions to yourself such as 'I can't do that' or 'That's not 
my style' or 'I just can't see myself in that situation.' 
These are no more real than the positive statements you 
have trouble saying, yet you have convinced yourself that 
the negative ones are so. By affirming the negative, you 
restrict yourself to a comfortable but limited mindset, and 
you feel insecure when circumstance forces you out. 
Affirmations are one way to break out, but you have to 
believe them. Otherwise the process is merely mechanical, 
and it will not work. It sounds as if you have doubts." 
The Wizard invited my response. 

After a brief pause, I raised my eyes and said, "I guess I 
do. Any suggestions?" 

"Always!" The Wizard was never short on suggestions. 
"The key to change is awareness, relaxed awareness. 
Another name for this is concentration." 

"I'd like to know more about that. I have trouble con-
centrating," I admitted. 

The Wizard began, "There is a quiet time associated 
with growth and development. It is a time to get yourself 
together, to sort yourself out, to open yourself to the 
energy within and around you, to unify your mind and 
body. Experience shows that the calmer you are, the more 
access you have to your creative or intuitive powers. This 
is not thinking time, my friend. It is time to quiet the 
thinking mind and allow the unconscious mind to work 
its integrating ways. Imagery and affirmations work best 
in a quiet, reflective, meditative, prayerful state—a state 
of relaxed awareness." 
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"A lot of people like me are wound-up most of the 
time, and we find it hard to wind ourselves down to this 
state," I complained. "It's hard to convince people like 
me that this is a useful activity when a situation cries out 
for decisions and action. It could be an unhappy client 
demanding satisfaction or one of my kids testing the lim-
its of my authority." 

"The late Joseph Campbell, a mythologist, said, 'An 
athlete in championship form has a quiet place in himself. 
It's out of that that his actions come. If he's all in the 
action field, he's not performing properly.' " 

Then with a playful smile, the Wizard said, "An 
English friend of mine calls this non-stop action 'mindless 
self-propulsion.' " 

I responded with a sense of resignation. "I spend a lot 
of time mindlessly propelling myself." 

"Many business managers never come close to their 
potential for this very reason. The quiet place in oneself is 
a preparatory stage for action. Here you heighten and 
focus your concentration powers. You bring your whole 
self together into the act. You summon your innermost 
resources to make your action more powerful and pur-
poseful. The process begins with the physical centering of 
the body. Have you ever started an activity and found 
yourself out of rhythm and unable to recover without 
stopping and starting over?" 

I laughed, knowingly. "That happened to me just the 
other day when I was giving a presentation to my board 
of directors. I got started wrong and I never did recover. 
Where were you when I needed you?" 

"This happens when you start anything uncentered," 
acknowledged the Wizard. "Watch a diver before she 
begins her approach on the board. Notice a gymnast as 
he mentally prepares himself for his floor routine. They 
are getting themselves together in stillness so they may 
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summon all their powers for their brief test of athletic 
and artistic skills." 

A smile crept across my face. "You're saying that if I 
had approached my board with the same centered con-
centration that the diver approached her board, I would-
n't have had any problems." 

The Wizard answered with a smile. "Nice play on 
words. And you are exactly right. We can learn much 
from athletes and performing artists. Their success 
depends largely upon their ability to retain this inner 
calm of relaxed awareness throughout their performance. 
The dancer, Jean Erdman, says there is a center out of 
which you act. That center has to be known and held." 

"So this quiet center is not just a preparatory stage—
it's a continuing thing as well." I felt I was becoming an 
accomplished active listener. 

"The conscious mind cannot possibly control all the 
complex moves in these supreme tests of skill. Athletes 
must rely on their bodies, and a wisdom that comes from 
years of disciplined practice and a relaxed, open aware-
ness to feeling feedback. William Blake said, 'Mechanical 
excellence is the vehicle for genius.' Genius only comes 
when you have mastered the mechanics of a discipline. 
Then when your mind is open to feedback from your 
body, it will teach itself. Tim Gallwey and Bob Kriegel, 
authors of The Inner Game of Skiing, say 'If the body 
knows, let it happen. If it doesn't, let it learn.' " The 
Wizard paused to give me some space. 

"And you say this is not a conscious thinking process?" 
I questioned, cocking my head doubtfully. 

"Absolutely not! The time for thinking is before and 
after you take action, but not during. Gallwey and 
Kriegel say you have to be 'extraordinarily sensitive to 
feel.' Skiing is too fast and the skills are too complex for 
the rational thought process. These examples are of ath-
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letes acting alone, but think how complex the skills 
become when you are on a team competing with others. 
The need for centering is all the greater. The same is true 
in all forms of human interaction, not just competition." 

"I can see that," I exclaimed. "When the diver and the 
gymnast center themselves physically, they also are cen-
tering their minds as well, aren't they?" 

"As the British say, you are spot on," affirmed the 
Wizard. "You cannot separate the two. The mind and the 
body are one, so when you alter the mind, you alter the 
body. You have to take that inner journey first to make 
the outer journey more focused." 

"So the inner journey centers me to make the outer 
more powerful and purposeful." These brief summaries 
were my way of checking how well I was understanding. 

The Wizard was quick to respond. "Well said! 
Centering takes you beyond your intellect to your being, 
beyond what you have learned to be to what you actually 
are. It takes you to what is. Centeredness is how to be." 

It never failed. Whenever I seemed to mentally catch up 
with the Wizard, he would take me one step beyond. It 
was a constant game of catch-up. "The inner journey 
takes me to what is? To my being? What then?" 

"Your being, that which is authentically you, is open 
and unbiased. It has no conscious limitations, no precon-
ceptions. As such, it provides you with the maximum 
potential for creativity and change." The Wizard's man-
ner was matter-of-fact. 

Although this sounded good to me, I really didn't 
understand it. My question was genuine: "How do I do 
this?" 

The Wizard chose a medical example to give scientific 
authenticity to this elusive concept of how to be. "Dr. 
Herbert Benson, President of the Mind/Body Institute in 
Boston, has some insights on this. What began as a pro-
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cess of reducing blood pressure has become a prerequisite 
for renewal. Benson found that the relaxation response 
or meditation opened the mind as well as the body to the 
forces of renewal. He discovered that the relaxation 
response evokes a greater harmony between the two 
halves of the brain, it makes it easier to process new 
information, and it enables us to see situations in new 
and creative ways. In short, the whole process of relax-
ation opens us up to change." 

Assuming the mind and body are one, I knew the 
answer to the question I was about to ask, but I wanted 
to hear the Wizard's version. "Does physical relaxation 
give me a mental edge as well?" 

"No doubt about it. Benson says the response gives 
anyone greater 'cognitive receptivity.' Another name for 
this is beginner's mind, an open and unbiased outlook. 
This enables you to approach any situation as a beginner, 
someone with everything to learn. In a relaxed state, you 
are most open to new approaches. This is the time to 
plant new ideas, the time when positive mental imagery 
and affirmations are more likely to take root and embed 
themselves in new patterns of behavior." 

"It's like a fresh start?" 
"For the moment, yes," assured the Wizard. "It is like 

setting the stopwatch back to zero so you can fully and 
accurately capture the moment without your prejudices 
and predispositions getting in the way. A relaxed state of 
being enables you to consider new initiatives, conflicting 
points of view, or creative approaches without your con-
scious mind rejecting them straight away. The unbounded 
nature of your being makes this possible. The intellect 
cannot give you a fair hearing. You have to get closer to 
your true center." 

I didn't fully understand yet, but I knew with enough 
prompting that it would become clearer. "And this is why 
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you call it centering?" 
"Precisely. Not an easy thing for people to do, however. 

You might find it easier to understand if you think about 
what it means to be uncentered. You are uncentered 
when you: 

• have biases, predispositions, or fixed positions; 
• feel insecure, guilty, depressed, anxious, or 

angry; 
• have unrealistic expectations for your work asso-

ciates, family, or self; 
• prescribe "shoulds" for other people; 
• try to change people exclusively for your own 

reasons; or 
• allow yourself to be changed exclusively for oth-

ers' reasons." 

I shook my head. "You've just described me. I'm so off-
center, it's a wonder I'm still upright!" With that, I sud-
denly jumped up on the trunk of a fallen Norway pine 
and extended my arms for balance. Carefully placing one 
foot in front of the other, I teetered uneasily for a few feet 
before losing my balance and jumping off. Turning to the 
Wizard and grinning with childlike glee, I asked, "Does 
this mean I'm psychologically unbalanced as well?" 

The Wizard laughed heartily. He was obviously delight-
ed. It was a sign I was less tense and feeling more com-
fortable with myself. "I feel better already!" I exclaimed. 

"There is nothing like physical exertion," the Wizard 
said. "We are all uncentered to some degree. The problem 
with being uncentered, however, is that you see the world 
through your own depressed, anxious, or frustrated eyes. 
As such, you confuse your own personal needs with the 
demands of the situation and you get trapped in your 
own self-inflicted crises. This creates needless tension 
with non-problems, problems that would not be present 
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if you took the time to center yourself." 
"Needless tension with non-problems—that's the story 

of our times, isn't it, Wizard? If I could only bring my 
balanced self to each situation I face, I would eliminate 
most of my problems." 

"This is why using your imagination is so important," 
stressed the Wizard, who was now drawing on our last 
encounter. "If you can envision what you would like to 
achieve, nearly every obstacle is a non-problem. In the 
context of a vision, any problem is simply a non-event. 
Having a vision channels your energy and enables you to 
transcend problems that would block others." 

I then made a powerful observation. "What I really 
face is not the problems but my attitude toward those 
problems—and that is a choice that is up to me to make." 

"Yes, and that is a choice no one can take from you—
the right to choose your own attitude. Victor Frankl, 
author of Man's Search for Meaning and a holocaust sur-
vivor, calls this choice the last of the human freedoms. 
Nobody can put you down unless you allow it. If you feel 
put down, that is your choice. Other choices of how to 
feel, however, are available to you." 

"It takes a very centered person to make those choic-
es," I acknowledged with some futility in my voice. 

"When you arc uncentered, another person's untoward 
behavior can be a big problem for you," reasoned the 
Wizard. "To a centered person, however, the same prob-
lem may be dismissed as a mere eccentricity. 

"The word eccentric means off-center. The behavior is 
'off-center,' but it does not create a problem for the cen-
tered person. Eccentricity is part of the tapestry of life 
and at worst, it is an irritation. When you are balanced it 
takes a pretty solid hit to knock you off-balance. Whereas 
if you start off-balance, it does not take much to throw 
you even more off-center. Furthermore, when you start 
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in-balance, you have a greater capacity to right yourself. 
The centered person is like a self-righting rescue ship. 
These ships are virtually incapable of capsizing." 

I responded excitedly, "In England I've watched the 
ships from the Royal National Lifeboat Institute practice 
rescues. They're incredibly resiliant. When they roll over, 
they roll right back!" 

"The resiliance of a centered person stems from the act 
of centering, and that is an energizing process. It is a 
restorative process that prepares you both to give and to 
receive energy. The power of centering lies in your ability 
to summon and to channel your energies for any occa-
sion. I cannot make this point too strongly for business 
managers." The Wizard's tone became more serious. 

"I am not advocating the monastic, introspective life 
for you, although that option is open to anyone. If you 
do not understand this process and if you fail to use it 
effectively, you risk being victimized by external events 
and circumstances. You become fodder, consumed by 
problems and crises. This is the trap many of us are in. I 
mentioned that earlier when we talked about urgent ver-
sus important matters." 

"I'm glad you tied it back to that. It's all connected, 
isn't it? I really have to ask myself, Am I managing my 
business, or is my business managing me?" 

"Yes, and without parents centering themselves, our 
families could turn from safe havens of support to scenes 
of abusive behavior, addiction, and despair. Just as ath-
letes prepare by centering themselves, you should also 
center yourself for a meeting, a family outing, a con-
frontation, a negotiation, or whatever. Centering readies 
you to receive energy by opening yourself to your own 
creative source and to the energy of others. It also readies 
you to give by enhancing the quality of energy that 
emanates from you. This mutual exchange of energies is 
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what managing business, family, and self is all about. To 
me, it is the placebo effect working its magic in manage-
ment, just as it has always worked in medicine. This is 
the real secret of management, the untold story that will 
have to wait for another time. Waiting . . . ." the Wizard 
chuckled. "That is the way life is." 
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When you fulfill the belief that others have in you, 

you discover the strength that lies within. 

7 

THE DOCTOR 
WITHIN 

What a difference words make! I kept reflecting on the 
Wizard's definition of management: getting people done 
through work. It's true that developing people, from 
work associates to children, is what management is all 
about. This new perception began to change the way I 
managed people. I could see clearly that changing my per-
ception changes the way I do things. The mental images I 
had of my staff and family were changing, and so were 
my feelings and actions toward them. 

I remembered what the Wizard had said earlier about 
healing and helping people become more whole. Getting 
people done through work is healing and making people 
whole. I realized, however, that I had much work to do 
on myself. My daily routine was so frenetic that I found I 
didn't always take the time to center myself between 
activities. But when I did, I noticed that things seemed to 
go a little smoother. Perhaps it was coincidental, but I felt 
a little more in control of things when I took a few 
moments to get myself together. Routinely centering 
myself was something I would have to work on, but I 
could definitely see merit in it. 

In those quiet meditative moments, I did take some 
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time to practice positive mental imagery in areas where I 
had been previously negative. I focused on my health 
worries first, and slowly turned away from panic and 
despair. A new sense of optimism and a feeling of eupho-
ria began to emerge along with my positive affirmations 
of life. I had always been told how difficult it was for 
people to change themselves, but I was finding this whole 
process to be a quietly transforming experience. I liked 
what was happening to me and I liked what was happen-
ing to the people I worked and lived with. 

When we next met, the Wizard had just finished his 
usual lunch of fruits, whole grain foods, and fresh garden 
vegetables. "Wizard, I keep forgetting to ask you if you're 
a vegetarian." 

"I am a vegetarian of sorts," he replied. "Most of us 
have far too much protein in our diets. Animal protein, 
our principal source, brings fat and cholesterol along 
with it. We have too much of those as well. Complex car-
bohydrates take less energy to metabolize—they burn 
more cleanly and I find I have more energy on a diet of 
complex carbohydrates. I get all the protein I need from 
other sources, but I am not opposed to fresh trout on 
occasion, especially if I have caught them." 

"Each time we meet, I learn something new about 
you," I said with admiration. "I didn't know you were 
into nutrition." 

"Actually, I am into energy, and nutrition plays a vital 
role in that regard." 

"Speaking of energy, the last time we met you talked 
about the energy we exchange with others," I reminded, 
"and then you mentioned an 'untold story." 

"You remembered!" 
"How could I forget, Wizard, especially if it's as impor-

tant as you say?" 
"Sometimes I get a bit carried away with my state-
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ments, but there are some rather simple and profound 
truths about people, and I believe this is one of them. It 
is, perhaps, the real magic of management." 

"I'm ready when you are." 
The Wizard said, "When medical people refer to a 

placebo, do you know what they mean?" 
"I believe so. That's the sugar pill, isn't it?" 
"Yes, but it is much more than that." 
"With you, it always is," I needled. 
The two of us shared a laugh as the Wizard offered me 

a slice of homegrown honeydew melon. 
"I guess good food is why I keep coming to see you," I 

joked. "But what else is a placebo?" 
"It is any pill, potion, or procedure that has no direct 

effect on a patient's illness," said the Wizard, "but the 
patient believes it will work." 

"So it's not the pill itself but the patient that makes the 
real difference." 

"Precisely." The Wizard seemed pleased. "The great 
British physician, Sir William Osler, said it was more 
important to know what person has a disease than what 
disease a person has. The idea, my friend, is to treat peo-
ple, not diseases." 

"So it's a matter of where the doctor puts his energies, 
on the disease or on the patient?" 

"Yes. The same mistake is made in education when we 
teach courses rather than people." The Wizard loved to 
make comparisons. 

"You've identified a very subtle difference," I allowed. 
"My use of language is subtle, but the difference is 

quite immense. Many scholars believe the history of 
medicine is the history of the placebo effect. What is 
important is not just the treatment, but the patient's belief 
that the treatment will work. If they see themselves recov-
ering, then these innocuous little potions often work their 
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wondrous ways." 
"So what does all this placebo talk have to do with 

management?" I challenged. 
"Plenty," insisted the Wizard. "You see, the belief can 

be as important as the treatment. A placebo is really an 
image of healing in the mind of the patient. The image 
transforms itself into healing through that three-step pro-
cess you and I discussed some time ago." 

"You mean the image-feeling-action cycle?" 
"Yes." 
"We talked then, as I recall, about using mental 

imagery to break old habit patterns, to see new possibili-
ties, and to go 'beyond the walls.' Now you're saying a 
placebo is imagery, and it also has healing powers?" 

The Wizard explained, "Mental imagery is one way 
you 'talk' to your body. The other way is through your 
emotions. Positive emotions and positive imagery stimu-
late the healing process. The science of PNI, psychoneu-
roimmunology, is breaking new ground in linking emo-
tions to the immune system. In this context, imagination, 
or mental imagery, is the greatest healer. It is the magical 
nexus that holds the body and the mind together." 

"What I have on my mind affects how I feel and what I 
do," I remembered. 

"If you can psyche yourself into getting sick, you can 
also psyche yourself into getting well and staying well," 
continued the Wizard. "We know that negative emotions 
such as depression and anxiety weaken the immune sys-
tem, while positive emotions such as love and forgiveness 
strengthen it. If you see yourself getting better with posi-
tive expectations, then you are setting the stage for the 
body to heal itself. An estimated 85% of all people seek-
ing medical help suffer from self-limiting disorders well 
within their capabilities to heal themselves." 

"85%?" I reacted with surprise. 
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"Yes, the late Franz Inglefinger, editor of the New 
England journal of Medicine, wrote that 85% of human 
illnesses are within reach of the body's own healing sys-
tem. Remember, doctors do not heal. They are only chan-
nels. In effect, a doctor simply gives you permission to 
heal yourself. Putting it more accurately, you give yourself 
permission. All healing is self-healing in this regard. The 
best medical help is only as good as the images our mind 
will allow." 

"Once again, it's up to us," I said. "So my negative 
images can negate positive medical intervention . . . ." 

"The late Norman Cousins concluded ten years of 
mind-body research by saying, 'Patients tend to move 
along the path of their expectations, whether on the 
upside or on the downside,' " recounted the Wizard. 
"Often, the patient's mindset disallows medical help." 

"Are you saying that the placebo is a patient's positive 
expectation?" 

"Yes, all of the helping professions are alike in that 
they encourage patients to take charge of their lives and 
do something positive for themselves," said the Wizard. 
"When asked what a doctor could do, one well-known 
surgeon suggested two things: first, the doctor could give 
patients control over their own treatment; and second, 
the doctor could offer hope." 

I'm sure I looked a little stunned. "That's amazing, 
coming from a surgeon. It sounds more like good man-
agement advice—turn the job over to your staff and 
demonstrate your confidence in them to do it." 

"You just made the management connection you asked 
about earlier, and you are right. That is good advice. If 
you are programmed with habitually self-defeating 
images of yourself, the treatment simply will not work. 
When you replace negative images with positive ones, 
you redirect your energies toward healing. The job of the 
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doctor is to open the patient to the process of healing," 
avowed the Wizard. 

"The placebo is obviously a lot more than I thought it 
was," I confessed. 

"The placebo comes in three stages," the Wizard 
explained. "The first and most elementary stage is the pill 
itself. Most people need something tangible to equate 
with getting well. Ingesting a pill, getting a shot, or taking 
medicine in some other form does this. It tells you that 
something good physically will come of this. A prescrip-
tion from a doctor you trust is tangible assurance of get-
ting well." 

"It makes sense that if my symptoms are tangible, I 
ought to deal with them tangibly—with a pill," I agreed. 

"That is the easiest connection for most people to 
make. The second placebo stage involves only the rela-
tionship with the doctor. At this stage, all you need is 
reassurance. The effect hinges on the confidence you have 
in the doctor and in your conviction that the doctor takes 
you seriously. Here, the doctor is the placebo. More 
specifically, the placebo is the quality of the relationship 
between you and the doctor. Your belief that the doctor 
cares makes you receptive to suggestion. Francis Peabody 
said, 'The secret of the care of the patient is in caring for 
the patient." 

"Here all we need is the doctor's word?" 
"Or the doctor's touch. When a mother kisses her 

child's skinned knee, she is performing a healing act. She 
is the placebo." 

I smiled knowingly. "Well, I'm beginning to see the 
whole connection." 

"There is more," said the Wizard. 
I shrugged, feigning resignation. "I know, I know. 

There is always more." 
"The third and highest placebo stage takes place within 
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you," declared the Wizard. "At this level, my friend, you 
do not need tangible effects or even reassurance. Instead 
of needing externals, your intuitive sense tells you what is 
best. Norman Cousins, in his classic book Anatomy of an 
Illness, recalls Dr. Albert Schweitzer telling him one of 
medicine's secrets: 'Each patient carries his own doctor 
inside him. They come to us not knowing the truth. We 
are at our best when we give the doctor who resides with-
in each patient a chance to go to work.' At this stage, the 
placebo is the 'doctor within.' " 

"That is the first thing you told me when we met," I 
recollected. "The answers you seek lie within you." 

"I am gratified that you remember," said the Wizard. 
"All three placebo stages have one thing in common—a 
belief in recovery. All have the expectation, the hope, and 
the will to recover. Belief is much more powerful than any 
external technique." 

"Belief is more powerful than technique," I repeated. 
"That statement is powerful." 

"It is powerful because you believe it. I believe the 
placebo effect works in all the healing professions. The 
doctor, the therapist, the coach, the teacher, the business 
manager, the parent—all have placebo power. The vast 
majority of people are at the first placebo stage. At this 
stage, you need things to help you feel okay about your-
self. You need to validate your worth externally because 
you are not sure of yourself internally. Status symbols are 
the big consideration here. These are the 'sugar pills' of 
management. You recall in The Wizard of Oz, the 
Cowardly Lion received a medal for bravery from Oz. He 
wanted courage, and this was tangible evidence. 

"Significantly fewer people operate at the second place-
bo stage. Here you only need the reassurance of the man-
ager, the healing touch. This reinforcing or reaffirming act 
is a vital and continuous part of the management process. 
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At stage two, the manager is the placebo. 
"Very few people have reached the point where they 

are able to function fully and effectively at the third 
placebo stage. This level requires faith, a strong sense of 
personal worth, and a confidence that comes from the 
inner journey. At this stage, you do not need external 
reassurance in the form of things and people. You know 
intuitively what you need to do." 

"Why the need for stage three? Why not just give peo-
ple management 'pills' at stage one and be done with it?" 
I quizzed the Wizard. "Surely you aren't saying we should 
forsake the tangibles like pay and perks and toys for 
some hoped-for internal satisfaction." 

"Far from it," argued the Wizard. "Everyone wants to 
embrace life fully. You and your staff and family need the 
tangibles and the reassurances from the people you 
admire and respect. The idea, if you recall, is to turn the 
treatment over to the patient. If you do not move beyond 
the first two placebo stages, you will forever be depen-
dent upon them. It is only by reaching stage three that 
you can live freely at the other two. Then you do not 
have to have them. If you do not have to have something, 
you are free to choose what is best for you. You are less 
likely to be victimized by those who exploit and manipu-
late these rewards for their own purposes. You are not 
dependent on things or on others. The 'doctor within' 
prescribes what is best for you." 

"Now I see what you mean. The pill is only a short-
term fix. Presumably, the only way I can erase my depen-
dency is to develop my inner resources—what you call 
the 'doctor within." 

"Precisely! You want to get beyond the debilitating 
constraints of dependency," urged the Wizard. "Our age 
of specialization is an age of fragmentation. You have 
learned helplessness, an acquired dependence on special-
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ists. Medicine is just one of those specialties. You need to 
re-establish control over your own life. This is what the 
'doctor within' can do for you. You need doctors and 
other specialists, but the locus of control in your life must 
remain with you. You cannot abdicate that responsibility. 
Passively taking placebo pills does not prepare you to 
accept that responsibility." 

"That's a lesson we need to learn in business," I inject-
ed. "And in the home." 

"You are so right. Developing your inner resources 
gives you the strength to avoid becoming a victim of 
power games. If you need something—like keeping your 
job or getting respect—that others control, they have 
power over you and they could take advantage of you." 

"That's very unsettling . . . ." 
"Yes," said the Wizard, "and sadly, control is the basis 

of much organizational insecurity in the business world, 
not to mention power struggles between parents and chil-
dren in the family. Management by fear has always been 
with us. It is premised on making you feel you have no 
choice but to comply. However, if you value what others 
have or do for you but you do not have to have it or do 
it, then you have options. This enables you to work with 
others more creatively. You can opt out of all those 
unproductive power games by not being a victim." 

The Wizard excused himself from the room for a 
moment. When he returned, he offered me a glass of his 
homemade hand-pressed apple cider. I tasted the cider—it 
was delicious—and then held the glass out in front of me 
to eye the turbid liquid. 

"Mm-m-m-m! That's so much better than the clear 
cider." Reflecting on the Wizard's comment about not 
being a victim, I mused, "We always come back to our 
inner selves, don't we?" 

"The answers you seek . . ." the Wizard began. 
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cc. . . lie within you," I finished. "It makes more sense 
to me now than the first time I heard it. But I have a 
question for you: If very few of us function at this inner 
stage three, what are my chances for developing the 'doc-
tor within'?" 

"There is always hope," said the Wizard with a look of 
expectancy. "Hope itself is a powerful placebo. Alone, it 
has healing powers that make you receptive to change." 

"But what can I specifically do as a manager of my 
business, my home. . . and myself?" 

"Exercise placebo power at all three stages," declared 
the Wizard. "Cover the needs at stage one with the neces-
sary tangibles, the material things. Be a living placebo at 
stage two with your 'touch.' And get people done 
through work at stage three. Offer your family members 
and your workforce the opportunity to develop them-
selves by making a difference in your home and in your 
company. This involves all that we have talked about and 
more—energizing possibilities, balancing the urgent and 
the important, learning the power of concentration to 
unify inner calm and outer action, releasing your ener-
gies, and opening yourself to the energies of others. It is a 
lifetime job. But what an exciting one it is! Everything 
your family and staff do in the home and on the job is an 
investment in themselves. They are empowered within the 
family or self-employed with the company, and that is the 
best of both worlds." 

"Wizard, I think I've got it, but could you sum this up 
just one more time?" It was all so new to me! 

"At stage one, you need things to tell you that you are 
okay. This is blatantly apparent in America, where people 
need monogrammed clothing to convince themselves and 
others that they belong. At stage two, you need people 
whom you respect to reassure you that you are okay. At 
stage three, you have weaned yourself away from being 
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dependent upon externals. Here, you know intuitively 
that you and others have worth and are okay. The 'doctor 
within' has told you so. Your job as a manager is to use 
your placebo power to help others free themselves by get-
ting beyond the dependency of the first two stages. 
Placebo power gives you a three-stage process for devel-
oping the 'doctor within.' It is the real magic of manage-
ment, indeed, of life itself," concluded the Wizard. 

"I know I have a long way to go, yet if you hadn't 
believed in me, I would never have come this far. You've 
helped me at a very stressful time in my life. I owe you a 
lot, Wizard." 

"You owe me nothing, but you owe your staff and 
your family members something. Do for them as you say 
I have done for you," urged the Wizard. "It all begins 
with belief in a person's potential. When you believe in 
the potential of others, you energize that potential. You 
potentiate people, empowering them to release their ener-
gies and go 'beyond the walls.' This is placebo power, the 
enduring message in The Wizard of Oz. When you fulfill 
the belief that others have in you, you will surely discover 
the strength that lies within. That strength is the 'doctor 
within,' and that is how to be." 

"Thank you. I appreciate hearing how I can grow and 
help others, too." 

"You are most welcome. Building your practice for the 
'doctor within' demands that you employ powers of the 
mind vastly superior to your rational powers. I refer to 
the irrational power of intuition. But now my 'doctor 
within' tells me that is a story for another time. That is 
the way life is." 
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I NEED FROM MYSELF AND FROM 0TH 

1THIN"? 

Ask the following questions concerning your key people at work (or 
it te each of j truly members here): 

NGIBLE PLACEBOS CAN I ADMINISTER TO THEM TO 

AY-NESS? 

AGE TWO—WHAT INTANGIBLE PLACEBOS CAN I PERSONALLY OFFER TO 

REASSURE THEM OF THEIR OKAY-NESS? 

I CAN DO TO HELP THEM DEVELOP 

n the frst t ree suestions you asked yourself 

Have them reflect upon them for a day or so while you ask yourself the 
seco I ons, 

nd responses as the basis for a personal development 

ua ly, have that 
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The curse of consciousness is to see the world 
in bits and pieces. 

8 

THE CURSE OF 
CONSCIOUSNESS 

I was quite moved by my latest visit with the Wizard. 
First, I decided to take more time to reflect on the power 
of belief and my "doctor within." I felt a greater sense of 
aliveness as I accepted the challenge of moving my staff 
and my family from their near total dependency on mate-
rial, tangible things to the inner confidence that I was 
beginning to experience. I knew if I was to be the healer 
in all of my interactions with them, in my "manager" 
role, I must be a whole person. If doctors practice 
medicine, I must practice management. It was, of course, 
crucial to my own health and well-being that I heal 
myself in the process. 

Practicing implies developing one's skills. Even the 
most accomplished physicians, musicians, and athletes 
continue to practice. Practice makes them more complete, 
more whole. There were moments when I actually felt 
like I was the Wizard because of the connections I was 
making. These were heady times. My mind was swim-
ming as I thought about all the how-to-be ideas from my 
meeting with the Wizard. I was excited about the possi-
bilities opening in my life. What the Wizard said about 
possibilities was really true: They do excite! 
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I could feel a difference in myself now, compared to the 
frustration and fatigue I felt a few months ago when I 
sought out the Wizard. Recalling the Wizard's statement 
that the answers lay within me, I now realized they were 
beginning to emerge as the "doctor within." 

One dark cloud loomed on my horizon. For some time 
I had a sore on the back of my left hand that resisted 
healing. As a young person I spent a lot of time in the sun 
and, being fair-skinned, I had the potential for developing 
skin cancer in later years. The Wizard had made me more 
aware of my overall health. It was time I did something 
about this. 

Several weeks passed before we met again. When we 
did, it was as if no time had gone by. The Wizard said 
that was the mark of a good relationship. A light rain 
was falling as the two of us moved into his house. The 
Wizard built a fire in the study while I told him how 
much better I was feeling and the deep stirring of excite-
ment and hope I felt inside. 

"It sounds as if the 'doctor within' is making rounds," 
the Wizard noted, his face alive with satisfaction. "I am 
so pleased you are having this renaissance of feelings, for 
this is what will stir you to take positive action. And 
action is what life is all about." 

"Last time, you said that in order to build my practice 
for the 'doctor within,' I needed to employ intuition—an 
irrational power greater than reason." I fixed my eyes on 
the Wizard wondering what he really meant. "That 
struck me as a rather curious statement." 

"It is curious, isn't it?" admitted the Wizard. "Let me 
tell you a story from 1982 about the first enemy engage-
ment of the Falklands War, the battle of Goose Green. 
Major Christopher Keeble of the elite 2nd Battalion, the 
Parachute Regiment, assumed leadership when his com-
manding officer was killed in a gallant assault on an 
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Argentine machine gun position. From the beginning, the 
British battalion had been outnumbered three to one. The 
situation deteriorated as the day wore on. At dusk, Major 
Keeble felt all options except retreat seemed futile. The 
men in his battalion pressed Major Keeble for a decision. 
Unwilling to retreat and not knowing what else to do, he 
walked a few steps away from his men. In a small ravine, 
alone with his thoughts, he said a short prayer: 'My 
Father, I abandon myself to you. Do with me as you will. 
I am ready for anything. I accept everything provided 
your will is fulfilled in me. I ask for nothing more.' 

"As Major Keeble tells the story, he was immediately 
suffused with a feeling of peacefulness and hope and, for 
the first time since the battalion had landed, he was not 
aware of the biting cold. In those few quiet moments, the 
germ of an amazing idea came to him. Why not a peace-
ful solution? Here were two Christian forces killing each 
other. It was madness. His idea, incongruous as it seemed 
to be, was to offer the enemy commander a surrender 
with honor! His message would be love, not bloodshed. 

"When he returned to his men and presented his idea, 
they thought he was mad, but he persisted. Working with 
his signalman, Major Keeble released two prisoners with 
a message requesting to meet the enemy commander. 
When they met, the enemy officers appeared in spotless 
dress uniforms, while he and his officers 'reeked of vio-
lence and death' in full combat gear. Major Keeble, with 
steely-eyed will, told the commander that his 2nd 
Battalion had come 10,000 miles and were not about to 
stop 100 yards short of their goal. The enemy was given 
the option of a surrender with honors in a full dress 
parade, or be overwhelmed. The Argentine commander 
accepted the offer, and the British regiment celebrated its 
first victory of the war." 

"Astonishing! But why would the Argentinians surren-
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der when they were winning?" I wondered. 
"Perhaps they did not know they were winning; but 

that is not the point," said the Wizard. "Let us not lose 
sight of the purpose of the story. Without open space, 
that quiet meditative moment, the germ of a peaceful 
solution would not have flowered. Major Keeble could 
not even have perceived it. The solution was not the 
result of rational thought. It was intuitive or 'irrational.' 
We cannot summon intuition as we can summon reason. 
To employ the power of intuition, we can only prepare 
ourselves to receive it." 

"You've certainly piqued my interest." 
"I fear I must get a bit theoretical again. Can a person 

of action like you stand another metaphysical discourse?" 
the Wizard asked, in a mock-professorial manner. 

"I've survived your other talks without serious side 
effects," I replied. With my arms outstretched and my 
eyes cast downward, I pretended to scan my body for 
negative side effects. "Try me once more." 

The Wizard rose from his chair to attend to the fire. He 
placed three logs pyramid-style on top of the kindling 
which, by now, was burning well. Then he settled back 
into his chair, winked at me, and began to speak. 

"Nature has no walls. The natural world you live in is 
an unbroken whole, a seamless panorama. But because 
the whole is too vast for the conscious mind to grasp, you 
are blessed with five senses and an analytical mind to 
fathom this whole. With these faculties, you can literally 
break the natural world into bite-size pieces to make 
sense of it. 

"You see it, touch it, hear it, taste it, smell it, and ana-
lyze it in detail to know more about it. This breakdown 
process is differentiation. Your conscious mind looks for 
differences. It discriminates one thing from another by 
separation—different appearances, sounds, etc. But this 
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blessing is also a curse. The curse of consciousness is to 
see the world in its separateness, to constantly perceive it 
in bits and pieces." 

"Curse of consciousness?" 
"Consciousness separates," said the Wizard. 

"Therefore, in order to integrate the pieces of the world 
into a whole, you must get beyond the conscious mind, 
beyond the limitation of your senses. That is what intu-
ition does for all people. 

"Over the millennia, the human body has developed a 
certain wisdom in surviving. It immunizes itself against 
foreign substances and copes with stress, for example. 
This wisdom of the body is programmed into your genetic 
inheritance. In a like manner, your mind has a wisdom of 
its own in the unconscious. Call it the collective uncon-
scious, if you will. This wisdom, too, is part of your genet-
ic endowment. In this context, you 'know' all you need to 
know from the beginning. This is the wisdom of the ages. 
The key question is, how can you access it? 

"Intuition alone has access to the unconscious mind, 
that limitless unknown that lies beyond your conscious-
ness. It has the power of integration, the capacity to syn-
thesize the fragments of the conscious mind with glimpses 
of insight into the whole of life. Where the rational con-
scious mind separates the whole, the 'irrational' uncon-
scious mind integrates it. This is the mind's true healing 
power, my friend." 

"How can I access all that intuitive healing power?" I 
asked. "It would . . . come in handy." 

"Everything begins with awareness, yet to be aware of 
anything, you must first bring it to your consciousness. Do 
you know who controls your conscious mind?" The Wizard 
liked to answer questions with questions. 

"My boss!" I said laughingly. Then in a quick reversal 
of mood, I became serious again. "No. Who?" 
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"You said that lightly, I know," observed the Wizard, 
"but the power to choose your own state of mind is the last 
of the human freedoms. It is frightening how readily many 
of us relinquish this right on a regular basis." 

"I know all too well," I said, sounding a bit victimized. 
"That's why I have to develop my 'doctor within.' It 
sounds as if intuition and the 'doctor within' have a lot in 
common. But, I apologize—you were about to tell me 
who controls my conscious mind. . . ." 

"I am glad you distracted me for a bit—I love distrac-
tions. They are often more productive than the subject 
that gives rise to them. But here is the answer to your 
question: The CEO of your conscious mind is the ego. 
For you to be aware of anything, it must first pass 
through your consciousness, and that is under the tight 
supervision of the ego. Intuition does not stand a 
chance—it simply does not function—as long as the ego 
is in charge." 

"Now that's power!" I said with a knowing smile. 
"You bet it is, and do not think for a moment that the 

ego hesitates to use the power," said the Wizard, pointing 
his finger in a commanding manner. "I believe this is 
management's biggest problem. This is also a parent's 
greatest downfall." 

"Ego is the biggest problem?" 
"Yes," declared the Wizard, "Ego has created problems 

throughout history. Joseph Campbell taught us that drag-
ons and other ogres are common to all cultures. The hero 
must slay the dragon, symbolic of the ego, to continue the 
personal journey. The mythic passage symbolizes what we 
call the inner journey. 

"Campbell wrote, 'It has always been the prime func-
tion of mythology and rite to supply the symbols that 
carry the human spirit forward.' Myths teach us symboli-
cally how to take the human spirit forward with the inner 
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journey. Scientific materialism has de-mythologized our 
culture and obliterated the historic benchmarks for the 
inner journey. As a result, the growth of the human spirit 
has been stunted. 

"In business and in the home, our excessive need for 
control stunts the spirit. The spirit needs release, not con-
trol. Overly authoritative parents stifle the development 
of a child's creative powers. This process of suppression 
continues when controlling supervisors pick up where 
parents left off. This is the work of the ego, which has a 
need to control its turf. Because it cannot control the 
unconscious which is the source of intuition, it ignores it 
or demeans it. In doing so, the ego denies itself access to 
its vast integrative powers. 

"The ego has another more immediate problem. 
Unable to see beyond the fragments of life, the ego 
assumes that the pieces are the whole. When another per-
son's ego sees different bits, the two argue endlessly over 
bits and pieces. Do you recall that wonderful childhood 
fable about the blind men and the elephant?" 

The Wizard reached up and pulled a colorful volume of 
children's fables from his bookshelf. Smiling, he turned to 
me and said, "This should be a part of everyone's library. 
Six blind men, each with a grasp on a different part of the 
elephant, made a comparison—tusk like a spear, tail like 
a rope, trunk like a snake, ear like a fan, side like a wall, 
and knee like a tree." 

With that, he riffled through the pages, adjusted his 
glasses, and read the conclusion to The Blind Men and 
the Elephant by John Geoffrey Saxe: 

And so these men of Indostan 
Disputed loud and long, 
Each in his own opinion 
Exceeding stiff and strong, 
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Though each was partly in the right 
And all were in the wrong. 

As oft in theologic wars 
The disputants, I ween, 
Rail on in utter ignorance 
Of what each other mean, 
And prate about an elephant 
Not one of them has seen. 

"Such wisdom, and written over 100 years ago!" 
exclaimed the Wizard. "All of us are guilty of 'prating' 
about the elephant of life that no one has 'seen.' We are 
experts on the tusk and the tail, but we know almost 
nothing of the whole. We know almost nothing of how to 
be in life." 

"How do we see the whole?" I asked. 
The Wizard drew an imaginary sword from his side, 

saying, "Suppress the ego." Then he thrust the sword 
home with a playful shout of, "Slay the dragon!" 
Sheathing his make-believe weapon, he continued. "You 
have to open yourself to the reality that your perception 
is but a small part, only a piece of the whole, and 
acknowledge that others can contribute more pieces with 
their perceptions. Rather than fighting over who is right, 
you can accept that each of us is only partly in the right, 
but together we can grasp more of the whole. That makes 
the business manager more respectful of other co-workers 
and parents more receptive to their children." 

Once again I probed. "And how do we do this?" 
"I think there are two preconditions, my friend," 

answered the Wizard. "One is to accept full responsibility 
for yourself. This requires confidence in your own intu-
ition, the placebo power of the 'doctor within.' A great 
spokesman for this confident spirit is Vaclav Havel, the 
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dissident playwright who became the first president of the 
new Czech Republic." 

Searching through a well-thumbed reading pile, the 
Wizard pulled out a yellowing newspaper. Moving his fin-
ger quickly down the columns, he briefly stopped and 
smiled, obviously enjoying a passage. At last he found the 
part he was looking for. 

"Speaking to a joint session of the U. S. Congress, 
Havel said, 'We are still incapable of understanding that 
the only genuine backbone of all our actions, if they are 
to be moral, is responsibility—responsibility to something 
higher than my family, my country, my company, my suc-
cess. If! subordinate my political behavior to this impera-
tive, mediated to me by my conscience, I can't go far 
wrong.' Your conscience, what you know to be true, will 
keep your ego in check. Havel has enormous integrity 
because, at great personal sacrifice, he never accepted 
communist rule." 

"He backed his words with deeds," I agreed. "You said 
there were two preconditions . . . ." 

"Yes, of course. Thank you. The other precondition is 
open space. Everyone needs time to reflect upon the 
moral responsibility Havel talks about. When you urge 
people to accept the baton of responsibility, they need 
time and space to integrate what it really means. This is 
creative, unstructured time. The concept has to travel 
from the head to the heart, for the heart is the only place 
where we truly know. It will tell us how to be. So long as 
the concept of self-responsibility is only an idea in our 
head, it is fragile and easily replaced by a better idea. The 
heart is the center of the self, the goal of our inner jour-
ney, the core of our being. When the heart knows, com-
mitment follows." 

"That's heavy." 
"It is also very relevant," claimed the Wizard. "You are 
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talking about knowing what's right and doing it. Your 
conscience knows right from wrong. To Havel, it is a 
choice 'to live within the truth.' In his essay, 'The Power 
of the Powerless,' he writes about the 'singular, explosive, 
incalculable power' of this hidden sphere of truth which 
grows from within, with a life lived openly in the truth." 

I barely held on to a thin thread of understanding, but I 
continued to ask my trademark practical questions. "And 
how do I know 'the truth'?" 

"You have to sort it out for yourself," said the Wizard. 
"That is Havel's message, and that is what taking respon-
sibility is all about. To be responsible requires space for 
personal reflection." 

The Wizard put another log on the fire and then 
momentarily excused himself. He returned with a handful 
of seed corn. Laying it on the table in front of me, he 
said, "I will plant these different strains of seed corn in 
the spring. In a memorable speech that led to the first 
nuclear test ban, President Kennedy said, 'If we cannot 
end now our differences, at least we can help make the 
world safe for diversity.' With differences comes diversity, 
and diversity is as vital to the health of society as it is to 
agriculture. In nature, diversity insures survival. The dif-
ferent genetic strains of this corn will guarantee its sur-
vival. So it is with ideas. In the 1980s and early 1990s, 
the total collapse of communism all across Eastern 
Europe was due to the absence of political diversity. The 
challenge today is to manage diversity by allowing the 
free expression of differences. In effect, this means de-
managing or exercising less control. This is a threat to 
ego, the great turf protector. Managers, parents—every-
one—need to learn to let go." 

"Let go of what?" 
"Ego. Control. Fear. Inhibitions. Stress. Habits. Old 

ways of doing things. This need to let go is a curious 
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paradox. In letting go, you actually gain control of a dif-
ferent kind. You acquire the energies and commitments of 
those whom you allow to participate. The key is in allow-
ing, not in controlling, however. Orchestrating this partic-
ipative diversity is one of the biggest challenges for lead-
ership today, and knowing when to let go is critical. The 
latter requires humility." 

"Humility?" 
"Yes," said the Wizard. "If you have all the answers as 

a business manager or as a parent, you do not need oth-
ers except to carry out your wishes.. .but that day is gone. 
Metaphorically speaking, you cannot add water to a full 
glass. Humility is emptying your 'glass' for the moment, 
so that you may be open to anything." 

"So humility is openness?" 
"That is a good part of it, my friend," said the Wizard. 

"We all think we are open, but few of us really are. 
Humility is the 'beginner's mind.' If you know it all, you 
cannot learn anything new. That is the problem with ego 
and, I am afraid, with experts. It is impossible to become 
a true expert if you already think you are. Certainty gets 
in your way. Ashley Montagu says, 'Only absolute fools 
are absolutely certain.' 

"Remember, the images you have inside you overpower 
the images that come from the outside. So you have to 
neutralize those internal mindsets in order to get an unbi-
ased perception. That is why we need a heavy dose of 
humility. This may sound a bit old-fashioned, but humili-
ty is truly a timeless quality. Being humble is how to be. 
That is the way life is." 
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OERCED, NOR CONTROLLED. IT CAN ONLY BE ALLOWED TO HAPPEN. THIS 

LEAST EXPECT IT. 

AT THE DECISION OR PROBLEM 

RE FRESH, AND THEN REPEAT THE PROCESS. INSIGHTS WILL 

COME. YOUR TASK IS SIMPLY TO BE SUFFICIENTLY RELAXED AND AWARE TO 

NOTICE THESE ANSWERS FROM WITHIN. 
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Einstein had humility 
because he had a -beginner's mind." 

9 

THE DRAGON 
SLAYER 

It was a difficult time for me in the weeks that followed. 
My fears about skin cancer were confirmed. The doctor 
called and said the biopsies showed malignancy. 
Immediately I had the lesion surgically removed. This 
form of skin carcinoma is life-threatening only if it has 
spread. At the time, I didn't know if it had. It was impos-
sible tuning out these health concerns, my family prob-
lems, and my business crises—intuition was eluding me. I 
understood what the Wizard said about responsibility, 
but open space was very elusive. Presumably, intuition 
comes when I give myself some space, like the account of 
Major Keeble in the Falklands. Was this the same as the 
"doctor within"? 

It took many days for me to finally settle down. Then I 
prayed for my own healing and the healing of those 
around me. Perhaps that did some good, for I began to 
feel calmer. I still had lots of questions, but for the first 
time I was mentally able to reconstruct our last session so 
I could anticipate the next level of healing the Wizard 
would introduce me to. 

I began talking to myself: "Apparently my conscious 
mind can't deal with the vast whole of nature. With its 
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analytical reasoning powers, my mind breaks the natural 
world down into separate components. As a result, I 
learn more and more about less and less. In order to 
make sense out of this, I need to integrate these bits back 
into the larger context of life. The Hindu fable illustrated 
that the tusk of an elephant has meaning only in the con-
text of the whole animal. Intuition can provide me with 
access to the "elephant of life" by giving me fleeting 
glimpses of the whole. This is the gestalt, the illumination 
stage in the creative process. It is that moment when 
everything comes together in one flash of insight." 

I continued talking to myself: "Nothing comes to my 
consciousness except through the ego. In order for my 
intuition to work, I have to neutralize the ego. 
Apparently that's the role of humility." 

I was relieved that I could recall the essence of what I 
thought the Wizard had said. But more important, for the 
first time I was able to anticipate what I thought the 
Wizard was going to say next. When I heard him mention 
the word humility, I didn't have a beginner's mind. I had 
always passed humility off lightly like Churchill did when 
he spoke derisively of a Labor prime minister as having 
"much to be humble about." 

I realized that I had been biased against humility. My 
conscious mind had not given humility a fair hearing. 
And I definitely was not centered. Consciously, I now 
allowed my beginner's mind to explore other interpreta-
tions of humility and its how-to-be importance. In the 
past I would have taken my bias to the Wizard, laid it out 
for him, then waited to be convinced otherwise—which 
only the Wizard could do. It was reassuring to know how 
I had caught myself this time, without being reminded. 
And then it struck me—the "doctor within" was at work! 
A quiet sense of satisfaction came over me. I closed my 
eyes and savored the moment. 
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When we next met, the Wizard had some photos 
spread on the table before him. He invited me to join him 
at the table. "Have you been on a trip?" I inquired. 

"It was more like a trek," replied the Wizard. "For 
most of us, life is no longer an adventure. It has become a 
habit—routine and predictable, and not very exciting. I 
need to trek periodically to step outside my regimen and 
renew my sense of aliveness." 

"And that does it?" I asked with eyebrows raised. 
"Like nothing else. A wilderness trek allows me to 

engage in and reflect upon challenging experiences. That 
is what life is all about—action and reflection. Most busi-
ness managers and parents are long on action and short 
on reflection, yet it is the reflective side of life that gives 
meaning and purpose to the action. A trek enables you to 
test yourself and learn from the experience with undilut-
ed, immediate, unforgiving feedback. You cannot 'con' 
nature. Nature is not responsive to games and has no 
time for politics, nor does it respond to autocratic 
demands. In short, the challenge of nature gets you out of 
your comfort zone and helps you break through your 
self-imposed limitations." 

"It does all that?" I asked incredulously. 
"And more," said the Wizard. "There is nothing like 

nature to sort out your priorities. Life is very elemental, 
but everyone complicates it so. The natural world puts 
life back into perspective. You need nature to activate 
your sense of wonder and to evoke your latent humility." 

"Humility," I repeated. "That's where we left off last 
time. Let me tell you, it really threw me for a while. 
Humility sounded so wimpish, but I promised myself I 
would be open to new meanings." 

"That is wise, for you will come to appreciate humili-
ty's awesome power," the Wizard asserted, peering over 
the top of his glasses. 
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"The awesome power of humility?" 
"Absolutely. Humility is the key to breaking the ego 

barrier. It is the dragon slayer. Like the blind men from 
Indostan, if you have blind convictions that you are 
always right, you are not open to others. Your fixed opin-
ions are mindsets that prevent choice and lock you into 
only one interpretation. There can be no creativity, no co-
mingling of ideas and energies among people when you 
are not open. Without it, you will miss countless how-to-
be opportunities on the job and at home. Humility is a 
centering act." 

"But how do I practice humility?" I asked. 
"Commune with nature. Observe a child at play. 

Contemplate a light year. Give . . 
"A light year?" I interrupted. 
"Yes. Have you ever really paused to think about a 

light year? It is the distance light travels in one year. This 
is the standard measurement for outer space, the cosmic 
equivalent to our earth-bound mile. Light travels at 
186,000 miles per second. One light year is 5.88 trillion 
miles. That is 5.88 thousand, thousand, thousand, thou-
sand miles! When I realize that the nearest star is 4.3 light 
years away, or 25 trillion miles, I feel a deep sense of 
humility. This grows when I realize the Hubble space tele-
scope can see stars 14 billion light years away. How many 
miles is 5.88 trillion times 14 billion?" 

"It puts things into perspective . . . 
"In working with people," the Wizard shifted to his 

practical mode, "I recommend two preconditions for 
humility: First, you simply set aside your fixed opinions 
so that they do not block the exchange of ideas and ener-
gies; and second, you accept the other person uncondi-
tionally as having worth and being capable of contribut-
ing. This is an operational definition of humility." 

"Simply said is not simply done," I asserted, recalling 
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the Wizard's repeated claim that simple is not easy. 
"I have said that ego pride is a manager's biggest prob-

lem," stated the Wizard, "whether you are managing a 
business, a family, or yourself. Historically, ego pride has 
been labeled the cardinal sin. If so, then humility is the 
cardinal virtue." 

"You're sounding rather pious," I joked. 
"I am only being practical, my friend. How else can 

you or anyone else get the blinders off and see the whole 
elephant? You have such an adversary tradition in the 
West that you fail to see how opposites complement each 
other. You think of light and darkness only as opposites, 
but if you look at the whole, they complement each other. 
In the absence of darkness, light has no meaning. It is 
death that makes life precious. Without evil, what would 
be the meaning of goodness? If we accept pride, we must 
also have humility." 

I glanced, distracted, at those darker patches of brown 
on the backs of my hands and wondered if they too were 
precancerous. They looked like benign "liver spots," so 
common with aging skin, but now I had reason to 
doubt—and doubt is corrosive to healing. 

"Are you saying that when I have differences with my 
doctor, my children or my business partner, that I should 
not look at the conflicting points of view?" 

The Wizard turned to the photos on the table and 
selected a variety of shots—pictures of wild flowers, col-
orful lichen, rock faces, moss and incense cedar bark, 
conifer seedlings, mountain streams and water ouzels, 
sapsuckers and Coulter pinecones, and gray squirrels and 
Stellar jays. After I had looked at each picture, the 
Wizard handed me a broad panorama shot of the whole 
wilderness area, taken with a wide-angle lens. 

"In nature, everything is different, yet each piece fits 
into the larger scheme of things. When you change just 
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one element in an ecosystem, all the other elements are 
affected. As such, the differences between these diverse 
elements can only be understood in the context of the 
whole. When you look at the big picture, you will learn 
to value differences. Two of your business colleagues may 
argue from different positions, but in the larger context, 
they both want what is best for your company. Your fam-
ily is made up of very different individuals, but each per-
son counts and everyone must have their needs met so 
your whole family can thrive. This shared perception 
gives a new slant to everyone's differences." 

"It all sounds good," I agreed, "but how can I embrace 
the whole when I have genuine differences with others?" 

"Accept the differences, but focus on what you have in 
common rather than what separates you. The secret lies 
in where you put your attention. Nature has no problem 
accepting different species in the harmony of the whole. 
Focusing on differences is the curse of consciousness." 

"And then humility, which is a centering act," I contin-
ued, "opens me up to other possibilities." 

"You said it better than I," replied the Wizard, radiat-
ing with a sense of pleasure. "If you take a narrow per-
spective, you will limit your possibilities. Humility 
enlarges your frame of reference, which makes it easier to 
see all possibilities. Humility is the beginner's mind. 
Einstein had humility because he had a beginner's mind. 
With it, he could see the world as no one else had ever 
seen it before. Einstein was a beginner, totally unencum-
bered by 250 years of classical, scientific tradition. It 
takes strength, self-confidence, courage, and trust to open 
yourself to new possibilities—especially if they fly in the 
face of conventional wisdom. 

"Your ego cannot control intuition, and it has no inter-
est in things it cannot control. The result is a loss of intu-
ition. That loss is too high a price to pay for control. You 

98 



THE DRAGON SLAYER 

must learn what to control and what to allow. Life is a 
balance between the two." 

"We're taught to control. It's very hard just to allow 
things to happen." I shrugged. I thought about the pro-
gression of my cancer, my not allowing the children to 
learn from their mistakes, and the vigil I keep over my 
staff at work. 

"The ego does not like to allow," declared the Wizard, 
"yet creativity is an allowing process. You cannot control 
the outcome of the creative process. If you try to control 
its outcome, you will lose the benefits that you seek. 
Creativity comes with intuition, not with analysis and 
reason. To gain control of the creative process, you will 
have to surrender yourself to intuition. Your ego does not 
understand that. 

"Surrendering to intuition is risky, but risk does have 
its rewards. Your five senses detect only a very limited 
portion of what is. Without intuition as a sixth sense, you 
would have a very incomplete understanding of what is.

"There's that magic word again—is." I lighted up as if 
I'd just seen an old friend. "I recall you saying intuition 
gives us access to what is." 

"What is is the truth, and intuition helps you access it. 
Everyone is naturally intuitive, but you and most other 
people don't know it because your conscious mind dis-
tracts you. Your awareness increases when you quiet the 
noises of your conscious mind. This is the power of cen-
tering—the power of prayer, meditation, or just plain 
solitude. It is in these quiet moments that the truth is 
most likely to reveal itself, as in Major Keeble's saga. 

"Intuition also tends to happen when it is least expect-
ed. After a long and passionate pursuit, having exhausted 
your conscious powers, you put your thoughts on the 
back burner. Later, in some trivial pursuit you get a flash 
of insight revealing answers that have eluded you in your 
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most intense moments of rational inquiry. You need 
humility to allow intuition to do its work. It is a vital 
component to the development of the 'doctor within.' " 

"The ego has difficulty with the 'doctor within.' " I 
spoke from experience. 

"It does indeed, as the ego often cannot deal with the 
truth. The ego is not willing to share its turf with the doc-
tor. Together, they could have the power of the whole." 

"It's elephantine power—the power of the tusk, the 
trunk, and all the other parts working together," I cried 
exuberantly. 

"Exactly," said the Wizard. "The whole is always more 
than the sum of its parts. In business management you 
often neglect the parts that cannot be measured. How do 
you measure staff commitment, will, spirit, purpose, 
teamwork, and inspiration? Is it fair to say that they do 
not count merely because they cannot be counted? 

"Can you imagine, my friend, how much better a man-
ager's decisions would be if she or he could see the larger 
whole within which they functioned? What if local deci-
sions could be made with global considerations? The big-
ger scope and vision you have, the less parochial you will 
be with your decisions. The bigger the whole within you, 
the more capacity you will have to accommodate differ-
ences." 

"Can you give me an example?" 
The Wizard dug through his files and removed a dog-

eared manila folder. He took a small piece of paper from 
it and handed it to me. 

It read, "I have nothing, and yet I have everything—
because I have God." 

It was signed: Mother Teresa. 
"Where did you get this?" I asked, completely 

awestruck. 
"From her," the Wizard calmly replied. 
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I sat motionless, transfixed by the written words before 
me. "Where did you meet her?" 

"On a flight from London to Calcutta," said the 
Wizard. "Mother Teresa's capacity to love is so great, she 
can accommodate all the world's poor. The bigger the 
whole within us, the more capacity we have to accommo-
date differences. This is the essence of tolerance. 'Bigger' 
people are consistently able to rise above petty differences 
because they are more centered and they see the larger, 
longer-term considerations. 

"I will give you another example. The demise of com-
munism in Eastern Europe is evidence of the power of 
common human longings over an imposed ideology. In 
his famous speech at American University, President 
Kennedy said, `. . . our most basic common link is that 
we all inhabit this small planet. We all breathe the same 
air. We all cherish our children's future. And we are all 
mortal.' That is a lovely statement of our shared com-
monality. If you have this truth within you, then you can 
absorb a lot of differences." 

"Let me see if I got it. You say that truly big people are 
those who have a great capacity to accommodate differ-
ences because they see commonality in the larger context. 
And the larger the context, the smaller the differences 
appear to be. You're also saying that this larger context 
comes in part from being open to others—and this you 
call humility." 

"Bravo!" applauded the Wizard. "This is the creative 
process in human interaction. It is how to be in life. As 
with all creative endeavors, the outcome is unknown—
and therein lies the risk. You have to trust yourself and 
others to allow the creative process to happen. It is a risk 
because you are vulnerable. You might not get your way 
in the outcome. You will, however, be more likely to get 
an outcome which will satisfy all parties. And you will 
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never know what other possibilities exist until you open 
yourself to the change process. That is humility." 

"I like that—opening myself to the change process," I 
said. "Earlier; you told me that the role of the doctor was 
to open the patient to healing. The role of the teacher 
then is to open the student to learning. And all this is just 
being open to change, right?" 

"It is indeed," granted the Wizard. "Life is change, and 
change is the creative process. You cannot change until 
you open yourself to the forces of renewal within. 
Humility makes this possible. You recall the first time we 
met, I said you have access to all the power you need 
within you now. When you discover it, you will have 
your answers. 

"Mother Teresa calls this power 'God.' Havel refers to 
the 'higher imperative' mediated to him by his conscience. 
Call it what you will, it is the ultimate whole, the totality 
within which all can be assimilated. Just as water is called 
the universal solvent of matter, you could say your higher 
imperative is the universal solvent in the domain of the 
spirit. . . ah, I fear I have gotten a bit ahead of myself." 

"You've gotten a bit theoretical," I observed. 
"Then I think I will change from metaphysics to math-

ematics. If you wish to add mixed fractions, you have to 
find a common denominator. For example, you cannot 
add 1/2 and 1/3 until you have enlarged the denominator 
to six, a number common to two and three. Then 1/2 
becomes 3/6 and 1/3 becomes 2/6, making a sum of 5/6. 
Analogously, humility is your universal common denomi-
nator. It provides a larger whole for you to assimilate dif-
ferences and integrate them into a newer; larger, and more 
creative whole." 

"I use the term 'common denominator' all the time in 
resolving disputes, but as always, you put a new twist on 
the expression," I said admiringly. 
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"Humility exposes you to our common humanity—the 
qualities of joy, love, courage, humor, and truth. Have 
you ever known a person with true humility?" the 
Wizard asked. "You can literally feel the presence of all 
these qualities. They are palpable. We are talking about 
universal qualities, qualities that are understood and val-
ued everywhere. With true humility, the 'doctor within' 
has a global practice." 

I leaned over the table and grabbed the Wizard's hand. 
"So you're saying that humility reveals what is—the 
truth, the essence of what I am. And that has universal 
appeal!" 

"Humility reveals the commonality you share with all 
other people. It is a common bond of being that tran-
scends language and ethnic differences. Right now, this 
common bond is obscured by different languages, cus-
toms and beliefs, and by the physical differences of size, 
shape, age, color, and sex. Given these explicit and visible 
differences, if you wish to find commonality, you must 
pay more attention to what is implicit about life, the 
invisible world of the spirit. This is the realm of a true 
leader. And that is the way life is." 
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Leadership mobilizes the spirit of people. 
Its essence is spiritual. 

10 

QUALITY 
LEADERSHIP 

The more I thought about it and the more I practiced it, I 
could see the power of humility. It was the foundation for 
openness, trust, renewal, creative interaction, change, and 
developing the "doctor within." It was also a prerequisite 
for the "beginner's mind." The gift of human conscious-
ness, the inherent wisdom of the unconscious mind, and 
the pure common essence of how to be—all of these are 
related to humility. 

I had read about cancer patients who considered their 
disease a gift because it woke them up to an appreciation 
of life. The Wizard and his message was my gift, but the 
cancer scare had also added to my appreciation of good 
health and the healing power of family and friends. I 
developed a growing sense of humility for the profound 
gift of life itself. 

I thought about my last session with the Wizard: "I am 
not aware of anything unless it passes through my con-
sciousness. Here, the ego holds sovereign sway. As with 
all CEOs, there are forces, like the unconscious mind, 
that the ego cannot control. Intuition is my window on 
the unconscious mind. The ego cannot summon intuition 
on demand, but in true bureaucratic fashion, the ego can 
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thwart it. It can keep intuition from my awareness. This 
is why the ego-dragon needs a periodic bashing. It needs 
to learn the fine art of allowing. 

"The power of humility seems to lie in its ability to 
reveal my true self, the is, that is so much a part of the 
Wizard's teachings. The true self is our common humani-
ty. It is obscured, however, by our explicit differences—
our languages, skin colors, customs, and creeds. For this 
reason, I must pay more attention to the implicit in life, 
the realm of the true leader." The Wizard had talked 
about the differences between managers and leaders 
before, but it appeared he wanted to take it a step further. 

When I first sought out the Wizard, I found myself 
wanting in life. Overcome with health, family and busi-
ness worries, I tried everything I could to control my life. 
I certainly had room for improvement—and I was not a 
leader. Suddenly, by becoming a "possibility seeker" some 
months ago, I added a whole new dimension to my prob-
lem-solving approach to life. I was ready for new insights 
and a new way to be. 

When we met again, the Wizard was behind his house 
playing with his basset hound. He was the first to speak. 
"Everybody needs a basset hound. They are great stress 
reducers. One look at her, and all your concerns vanish." 

We enjoyed a good laugh together. "I thought you were 
going to say that if she is that ugly and not worried, what 
possible concerns can we have?" I chuckled. 

With his eyebrows raised and a smile on his face, the 
Wizard pointed to me and said, "Beauty, my friend, is in 
the eye of the beholder. That statement says more about 
you than it does about her." 

"Perhaps you're right," I acknowledged. 
"You left last time with a lot to think about. Is your life 

any different than it was before?" the Wizard asked me. 
Throwing up my arms in mock helplessness, I replied, 
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"You tell me! You seem to know more about me than I 
do. I've had enough trouble coping with the visible 
world. Now you've got me worried about the invisible 
world, too!" 

"Not to worry. It is all very natural, my friend," reas-
sured the Wizard. "I merely suggested that you might pay 
more attention to the unseen." 

"Why?" I asked, in my most childlike manner. 
The Wizard paused, lowered his eyes, and stared 

momentarily at his hound. "In school you were taught 
that the world was composed of matter and energy. Yet 
today we know that they are one. Matter is energy. 
Everything is energy, yet did you know than nobody has 
ever seen pure energy? We only see the effects of it. One 
of its effects is matter. Matter is dense, visible energy. 
Your five senses make you aware of it. For most of us, 
matter is the only real world—it is the tangible, the visi-
ble, and the quantitative. The late David Bohm, a London 
physicist, called matter 'explicit energy.' In the explicit 
world, only matter really matters." 

"Only matter matters?" 
"Yes. The expression, 'It matters,' means that some-

thing is important; whereas, 'It doesn't matter,' means it 
is not important. In other words, non-matter is non-
important. It is no wonder that our society has paid so 
little attention to the unseen world of energy. Our lan-
guage has done us a great disservice." 

"I hadn't thought of it that way," I admitted. 
"Few people do, but it is time you paid more attention 

to non-matter. David Bohm called this 'implicit energy,' 
the unseen counterpart of explicit energy. It is intangible, 
invisible and qualitative, and it does not diminish with 
use or with time. When we spend it, our energy reservoir 
is not lessened for having done so. If anything, our energy 
is enhanced and others are energized, too." 
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"What do you mean by that?" 
"My friend, if you share your happiness with another, 

are you the lesser for having done so? Is not the total sum 
of happiness greater in you and in others because of the 
expenditure? When you give inspiration to others, are 
you diminished by the amount that flows out of you?" 
explored the Wizard. 

"When I met Mother Teresa, I was instantly struck 
with the contrast between her frail, weathered body and 
the power of her presence. Physically, she was an old 
woman, but the intensity and strength of her spirit lifted 
me. It was palpable. 

"Once again, there is a language problem here. Our 
society has no commonly accepted vocabulary for implic-
it energy. Harrison Owen has written an excellent book, 
Spirit, on this very subject. Call it what you may—implic-
it, unseen, qualitative energy—it is simply spirit." 

"Can you give me a for-instance?" 
“Qualitative energ-y, or spirit, is a state of being. Spirit 

is what is. It is about those qualities that make you one 
with all people. We associate it with our related human-
ness, with feelings like love, courage, hope, joy, laughter, 
and compassion. And spirit need not diminish with time. 
Contrast spirit with physical energy, which peaks around 
age twenty and then diminishes at the rate of about one 
percent per year. Physically, you are a diminishing asset. 
Spiritually, you have growth potential. Now you are a 
businessperson concerned with growth and the preserva-
tion of assets. Where will you put your money?" the 
Wizard asked me point-blank. 

"That's a provocative question." 
"I hope so," said the Wizard earnestly. "You have to 

provoke in order to attract attention to the unseen. In the 
competition for the hearts and minds of human beings, it 
is hard to compete with the material world. Matter exerts 
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a powerful pull on our senses. We are just trying to get 
equal time for spirit." 

"But how can we compete?" I wondered. 
The Wizard invited me to walk with him. The hound 

led the way, her head held high, tail arcing up proudly 
behind, and stumpy legs padding briskly along. The 
Wizard, deep in reflection, said nothing. I was a little 
awkward with the silence. Suddenly, the basset hound 
stopped, catching a scent. With her ears uplifted, her nose 
searched the air for the scent. Then, as quickly as she had 
stopped, she lowered her nose to the ground and set off 
into the woods, barking excitedly. Moments later, she cir-
cled back to pick up the scent she had temporarily lost. 
Once again, her barking grew fainter as she disappeared 
into the woods. The Wizard paused to watch this ritual. 

"Rabbit," he explained to me. Then he started to think 
out-loud about my question. "You asked me how spirit 
can compete with the world of the senses. The short 
answer is, with concentration, with focusing your atten-
tion, with awareness. Normally your awareness is cap-
tured by the sights and sounds outside of you or by your 
internal emotional reactions, such as fears or worries. 
You have just witnessed a classic demonstration of this. 
When my hound, Alphie, catches a scent, it does not mat-
ter what was on her mind the moment before. That is his-
tory! She is now totally captivated by the rabbit's scent. 
Her keen sense of smell regulates her life." 

"But Alphie's response enables her to survive," I 
argued. "It isn't bad to respond to what's around you. 
You have to respond to the outside world, of course." 

"Yes, my friend, but life for humans is more than just 
survival," said the Wizard. "Alphie has no choice but to 
follow her nose. You, however, do have choice. You do 
not have to follow the 'scent' wherever it goes. You have 
the capacity to direct your awareness to matters of your 
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choice. Awareness takes you out of this servitude to your 
senses and gives you the freedom to choose. It is really 
the self asserting control over the senses—like a master 
with his hound, telling it to be still on command or send-
ing it out on a task." 

"So the issue is really control," I inferred. "Am I in 
charge of my mind or do I allow it to go undisciplined, 
randomly reacting to the scent of the moment?" 

"I think you have put your finger on the key—disci-
pline," said the Wizard. "The problem of losing focus on 
the world of spirit is due to the unwarranted intervention 
of external distractions and random thoughts. These dis-
tractions fragment you and break your concentration. 
You will want to be able to shut out these distractions, if 
you choose to do so, yet remain totally aware of every-
thing around you. That is true concentration, the state of 
relaxed awareness, that we talked about earlier. If you 
allow your thinking process to wander around 
unchecked, then you will be unable to access the full 
power of your being." 

"I've always believed that thinking and reasoning are 
what distinguishes us from lower forms of life," I said. 

"It is true that our intellectual capacity is more highly 
evolved than other known forms of life, but you are pre-
supposing that we are at the top of the great Chain of 
Being. Not so, my friend," declared the Wizard. "There 
are higher forms of life that we are not capable of under-
standing. Thus, faith and intuition are higher powers 
than thinking and reasoning." 

"I see where you're coming from, Wizard. If I simply 
respond to stimuli, then I'm a basset hound. I want to be 
able to choose to 'follow my nose' rather than having my 
nose do all the choosing for me." 

"Well said." 
"Thanks. I'm reminded of our 'urgent and important' 
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discussion a while ago. It sounds very familiar. The 
hound is a slave to the urgent." 

"She is enthralled and enslaved with what is urgent 
outside of her," said the Wizard. "The issue is how to 
achieve a balance in your life. In physics, they call it 
equipoise or equilibrium. There is no denying the materi-
al world's powerful pull on our senses." 

"You said you wanted equal time for spirit," I recalled. 
"Our society once had it, but sadly we have been de-

mythologized. The basic theme of all mythology is an 
invisible or spirit world supporting the visible. The two 
worlds are inseparable, but we fail to 'see' the spirit. In all 
of us, the visible and the invisible act as one, each work-
ing its magic on the other. Our physical energy provides a 
fit, vital, healthy, relaxed body for the spirit. At the same 
time, spirit offers purpose, meaning, hope, and direction 
to the body." As the Wizard spoke, he cupped his hands 
to form a sphere. "Together they make a whole." 

"I fear I'm way out of balance. There's no equipoise 
here!" I admitted. "With my cancer, I've been overcon-
cerned with the physical." 

"That is the norm," assured the Wizard, "but the good 
news is that if we admire the qualities of spirit and desire 
to have them ourselves, then we will move in the direc-
tion of spirit. You literally can 'absorb' from others the 
qualities you desire. The mental image that we desire 
evokes the associated feelings and actions that bring it 
about. See yourself as a certain kind of person, and then 
you will act as if it were so. There is no need not to have 
a balance, if you desire it." 

"Then you're saying that we become more like those 
we admire?" 

"That is right," said the Wizard. "That, my friend, is 
the power of leadership." 

"What do you mean?" I asked, knowing the Wizard 
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would put a different slant on things. 
"Leadership mobilizes the spirit of people. Its essence is 

spirit. Once again, however, language disadvantages us. 
For example, when ideas become tangible actions, we say 
they materialize. When leaders raise the spirit of people 
with purpose and inspiration, however, we do not say 
they spiritualize them. Yet, that is exactly what happens. 
Managers and parents mobilize material resources. In 
doing so, they materialize an organization or a family. 
They monitor the quantitative side of business and home 
life. Leaders, as opposed to mere managers, mobilize spir-
it. As such, they spiritualize an organization or a family. 
Their realm is the qualitative side of business and home 
life. Quality is the business of leadership." 

Quality and leadership are vital issues today, but I 
hadn't made that direct connection," I admitted. 

"Much has been written about the difference between 
managers and leaders. I have now expressed my opin-
ion," said the Wizard. "The manager deals with the 
material, the leader with the spirit. If you are to achieve a 
balance in your life, you need to be both a manager and a 
leader. The management side, like the urgent, prevails 
because it is quantitative. It is measurable, so you can get 
a handle on it. The leadership side gets neglected because 
it is abstract and elusive. 

"This is the point: If you do not attend to the qualities 
of the human spirit, the quality of your products and ser-
vices and family life will suffer. Quality begins with the 
quality of human energy expended on your products, ser-
vices, and family." 

"You're saying it's not the product or the service but 
the quality of the energy behind it all that counts," I 
paraphrased. "And with my children, it's not the time or 
the activities but the quality of energy I put into them. I 
suppose it's also not important to focus on my doctor's 
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test results—it's the quality of the energy I put into my 
life and overall health that counts. Now that's a different 
way of viewing my life." 

"You said it," approved the Wizard. "Our world cries 
out for attention to the qualitative dimension. This is why 
quality and leadership are so in demand. We have been 
deprived of quality because we have not acknowledged 
the seminal significance of the human spirit. The new 
frontier of quality begins with the invisible, intangible, 
qualitative dimensions of the human spirit: commitment, 
will, purpose, vision, love, and a host of others. The 
power of leadership grows when we share it because lead-
ers potentiate people who release their energies and make 
things happen." 

"And I always thought power came from control." 
"It does for the manager, but not for the leader." The 

Wizard's manner grew more intense. "This is a very 
important distinction. Management power comes from 
controlling material resources. Leadership power comes 
from releasing human resources. It follows then that 
quality improvement starts with human considerations. 
This is how quality is built into a product, a service, or a 
relationship." 

"What you're saying, Wizard, is that we build quality 
by building the people. That's getting people done 
through work." 

"Exactly," applauded the Wizard. "Regrettably, our 
society is obsessed with numbers. Managers have to make 
their numbers, but when the numbers become the raison 
d'etre, a business loses its qualitative edge. It literally 
loses its spirit. What we fail to realize is that numbers are 
important only as measures, and they are inadequate at 
best. What is vital is the human energy expended to meet 
those numbers. Athletes know that the numbers will fol-
low if they pursue a comprehensive training regimen that 
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addresses the whole person— body, mind, and spirit. 
What works in athletic achievement holds true for busi-
ness, as well." 

"You're saying 'making the numbers' is important, but 
when it becomes my purpose, I lose sight of the human 
spirit, the source of those numbers?" 

"Yes, and what is more," added the Wizard, "numbers 
are not leading indicators of how a business is doing. 
They are the tangible, trailing indicators. The numbers 
merely confirm. They quantify what has already hap-
pened. The leading indicators are all based in spirit—like 
hope, optimism, confidence, and courage. These are also 
the leading indicators of the stock market." 

"Somebody once said that managing a business by the 
numbers is like driving a car by looking in the rear-view 
mirror," I remarked. 

"That is an apt metaphor," said the Wizard. "You sim-
ply have to attend to the spirit if you want to be out 
front. There is a quantitative fixation that more is better. 
This is what E. F. Schumacher, author of Small is 
Beautiful, had in mind: 'The whole point is to give the 
idea of growth a qualitative determination.' Growth is 
not just more. Growth with a qualitative determination 
lifts, enhances, and ennobles the human spirit." 

"That's what we call quality of life." 
"Yes, although there is some confusion there. Many 

who complain about a declining quality of life equate it 
with less purchasing power or a decrease in their stan-
dard of living. Most often, this refers to quantity of life. 
True quality of life has little to do with these measures. 
Most of us need a better balance, however. To achieve 
this, you need to remember that spirit gives life to matter. 
Therefore, spirit should be your first consideration." 

"You're just saying I need to get my priorities right, but 
not neglect matter?" I looked to the Wizard for some 
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confirmation on this. 
"Of course. It is very hard to neglect matter, but it is 

easy to neglect spirit. That was my original point," said 
the Wizard. "Any way you look at the world—cosmolog-
ically, religiously, economically, historically—matter 
evolves from spirit. Spirit is the creative source, the pro-
ducer. Matter is the product." 

With that, the Wizard took a Swiss Army knife out of 
his pocket and handed it me. I turned it over in my hand, 
puzzled. "Why the knife?" I asked. 

"Think of this knife as matter, crafted and sold by spir-
it. This product has a world-wide reputation for quality. 
What makes it so is the Swiss tradition of precision and 
craftsmanship embodied in hundreds of people who pro-
duce this product. Their loyalty, their dedication, their 
pride, their respect, their love—all this and much more 
goes into making this product what it is. If they did not 
feel this way about their product, their company, their co-
workers, their customers and indeed, themselves, the 
product would lose this qualitative input, this infusion of 
spirit. And it would soon begin to show. So where does 
quality start?" 

"You've made your point." 
"The world is transforming in a very fundamental 

way," reflected the Wizard. "Matter is not what we once 
thought it was, and that realization is changing our mate-
rial world. We think in metaphors, and as the metaphors 
of science change, our thinking changes with them." 

"For example?" 
"Throughout the industrial age, classical scientific the-

ory, with all of its mechanical metaphors, governed our 
thinking. Newtonian science likened the universe to a 
giant clockwork mechanism. Physicists were obsessed 
with the search for the ultimate 'building blocks' of mat-
ter. We now know that our material world is too complex 
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and too interdependent to be explained in mechanical 
terms. Quantum physics has taught us that there are no 
building blocks. The metaphors today are more fluid, 
more organic, more holistic. Physicists now talk of matter 
in terms of energy fields, waves, spin, velocity, and force-
carrying particles. At the sub-atomic level, matter is a 
dynamic 'dance of energy,' and all is invisible." The 
Wizard opened his arms, palms up, as if to say, "Look 
about. It is all around us." 

"As is spirit," I added. 
"One in the same," declared the Wizard. "This realiza-

tion of the true nature of matter as energy has been slow-
ly sinking into our consciousness for years. With the help 
of the electronic computer, the symbol of the information 
age, this change from mechanical metaphors to energy is 
easier to grasp. Electronic information is pure energy." 

"And so is the human spirit—pure energy," I said. 
"Ironic, is it not?" The Wizard smiled. "Business, the 

ultimate material enterprise, is being forced to acknowl-
edge spirit with its life-giving essence. Spirit, by nature, 
comes first. When you attend to spirit first, you enhance 
the quality of your material life. You also begin to see the 
larger context, the interconnectedness of life. The family 
is another excellent showcase for the interconnectedness 
of life. Acting on the basis of spirit is how to be. 

"Intuitive people have always known that life is more 
than what we see. The fact is, without realizing it, we all 
extend far beyond the physical boundaries of our bodies 
and actively participate in the unseen world of spirit. This 
is the next frontier, and we can explore it further in our 
upcoming meeting, my friend. That is the way life is." 
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What counts is the spirit, the quality of being, 
that I bring to the act of doing. 

11 

FROM THE HEAD 
TO THE HEART 

I was fearful when I went to the doctor, but the news was 
good—I continued to be symptom-free of cancer. This 
was encouraging, but in my heart I knew it would be five 
years before I could say I was cured. Knowing that I 
could be symptomatic at any time caused me some anxi-
ety, but I was determined not to feel victimized. Life was 
too rich for me to succumb to self-pity. 

As always after a visit with the Wizard, I had much to 
think about. He had taken the distinction between a man-
ager and a leader a step further for me. He was now talk-
ing about spirit or qualitative energy. I had never talked 
about this, but now I saw that spirit was always implicit-
ly present. It's true we don't give this the attention it 
deserves. What we see is explicit, but the Wizard said that 
this was only an outcome of spirit. 

I had always been a number cruncher in business—and 
I thought I knew what it took to reach those numbers—
but this whole spirit dimension was new to me. I had 
recently launched a quality program at work with an 
emphasis on products and processes. I now realized that 
these products were no better than the spirit that gave 
rise to them. The human spirit was truly the source of 
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quality. I concluded that I had done a reasonably good 
job with the material side of my business, but I had 
undervalued the human spirit of my associates—and 
myself, too. I was intrigued with the idea that leaders 
spiritualize an organization. I had already seen significant 
changes in the spirit of my staff as I changed my behavior. 
But I was the leader and I had a lot more work to do on 
myself. I also saw how the same principles extended to 
my personal life, my health, and my family. I hungered 
for spirit to energize me in all areas of my life. 

One of the most provocative things the Wizard said 
was that we human beings extend far beyond the bound-
aries of our bodies. We are inseparably linked to all about 
us. This unseen world is the next frontier for managers. I 
now appreciated the way that the Wizard liked to leave 
me with a teaser to think about. He also knew when I 
had had enough information for one time. When we met 
again, the Wizard was in his back yard. I asked him 
about Alphie. 

"Oh, she is out terrorizing the rabbit world," he said. 
"In truth, she has never caught one yet, but that does not 
seem to bother her. It is the chase that excites. There is a 
lesson there in passion, pursuit, and persistence." 

"My passion and pursuit, I fear, have been largely mis-
directed," I said. "I haven't been much of a leader." 

"Do not be too tough on yourself," consoled the 
Wizard. "Few of us qualify on that count. But let me 
share some more thoughts on the subject. 

"Qualitative energy, that which makes a true leader, 
can only be experienced. This is the function of art. 
Artists capture the ineffable qualities of life through the 
media of music, color, or movement. They touch our 
being. Storytellers come the closest. Myths are stories that 
symbolize the experience itself. They bring us to a level of 
consciousness that is spiritual. Poets use word imagery, 
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but for most of us language is not adequate. You and I 
can talk about spirit, my friend, but the power lies in 
experiencing it." 

"Perhaps we have a language for it, but it's not the lan-
guage of the manager." 

"Language will always be inadequate," acknowledged 
the Wizard, "but until we accept spirit as an equal part-
ner with matter, we will forever undervalue its limitless 
potential. After all, what are the limits of integrity, will, 
awareness, initiative, trust, ethics, or compassion? This is 
the qualitative context of management. Its potential 
power to influence is unlimited." 

"Potential power to influence—that's what it's all 
about, isn't it! Why didn't you say so before?" 

"I thought it was apparent." The Wizard smiled at me. 
"I am pleased you have made the connection. Speaking of 
connections, you connect with others when you create 
and channel energy. Others feel its unseen presence which 
extends beyond the boundaries of our bodies. You influ-
ence others with the power of your being, with who you 
are. You influence them with your qualitative essence, 
with the magic of what is." 

"There's that word again!" 
"It is pretty basic. Remember, when it is all said and 

done, is is." The Wizard paused to allow that to sink in. 
"The point is this: When you strip away all the trappings, 
the pretenses, the defenses, the hang-ups, the fears, and 
the rationalizations, you are left with essence; and essence 
is pure spirit, pure qualitative energy manifested in a 
being . . . a human being. I bet you never thought about 
that word." 

"What word?" 
"Being." 
"Can't say that I have," I answered with a shrug 
"Being comes from the verb to be," said the Wizard. 
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"We are human beings, not human havings or human 
doings. Hamlet said, 'To be or not to be, that is the ques-
tion.' He did not say, 'To do or not to do.' Nor did he 
say, 'To have or not to have.' Being is a higher order than 
having or doing. William James said, 'Lives based on hav-
ing or doing are less free than lives based on being.' Life 
at the being level frees you from the dependence of hav-
ing and doing. You do not have to do anything. You do 
not have to have something. You are free to be yourself." 

"I'm afraid I don't understand," I said, puzzled. 
"When we talked about the placebo, I said you are free 

when you are not totally dependent on external things 
and on other people. You are free when you do not have 
to have something or. . ." 

(.‘ 
. . . or have to do something," I interjected. "The 

choice is mine at all times." 
"There you have it." 
"But what has this got to do with being?" I wondered. 

"I don't get the connection." 
Alphie had returned from her hunt and was lying at her 

master's feet. The Wizard reached down and stroked her. 
The basset responded by rolling gently over to one side to 
expose her belly. For a minute or so, the Wizard mas-
saged her, then he looked up at me. 

"We love dogs because they are." 
I waited for the Wizard to complete his thought, but he 

was not forthcoming. I was accustomed to pauses when 
talking with him, but being impatient, I picked up on the 
Wizard's words: "Dogs are what?" 

"They just are. Nothing more, my friend" said the 
Wizard. "Alphie is pure dog, pure being. In her world, 
there is no pretense, no deceit, no manipulation, no head-
games, no hidden agendas, no guilt, or no hang-ups. She 
just is, and we love her for it. As a human, you compli-
cate your life. You can learn simplicity from her. The key 
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is to start with being." 
Playfully, I asked, "Will it help if you scratch my belly, 

Wizard?" 
He laughed and put his arm on my shoulder, pleased 

with the lighter side he was seeing in me. "If you'd like. 
That's your call. Speaking of scratching, most of us spend 
a lifetime scratching for a living to acquire the things we 
should have . . . in order that we can then do what we 
want . . . so that we will eventually be someone. As a 
result, we seldom achieve in a lifetime what ought to be 
our starting point." 

"And the starting point is?" I pursued. 
"Yes." 
"Yes? I asked you about the starting point." 
"You said, 'And the starting point is,' and I said, 'Yes' 

because the starting point is with is." 
"I should have known," I said, contritely. "You are the 

Wizard of Is." 
"And is is a form of the verb to be. Being is the starting 

point. Inevitably you put having first and you put off 
being. As a result, you may achieve everything that is 
external, having success, but you postpone everything 
that is internal—being success. True success starts inside 
and works its way out. For this reason, you must start 
with being." 

"That's what you meant last time when you said I have 
to put spirit first?" 

"Yes. A human being is intrinsically spiritual. We are 
pure spirit, encased in a mortal body. When you start 
with being, you begin with who you are. That is why you 
take the inner journey to find some answers to life's exis-
tential questions: Who am I? What do I want to be? Why 
am I here? What do I value? Knowing more about your-
self, you can then make choices to do or not do, based on 
what you believe. When you live authentically by putting 
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being first, you then have the quality of life you want—a 
life that is congruent with your innermost values and 
beliefs. In Havel's words, this is 'living in the truth.' 
Anything less than this is living a lie." 

"For years I've had it all backwards, haven't I?" I said 
sadly. "Most people do." 

The Wizard excused himself briefly and walked into 
the house. He returned with a well-thumbed volume of 
Emerson's essays. Opening it to a favorite passage, he 
said, "Listen to this: 'What you are . . . thunders so that I 
cannot hear what you say to the contrary.' Emerson is 
saying that what you are is more powerful than what you 
say. You feel the 'thunder' of another's being. Being is the 
context that contains your behavior. It must come first. 
Words and actions follow." 

"This is the same power you felt with Mother Teresa, 
isn't it?" 

"Yes, it is very strong with her, despite her age," said 
the Wizard. "Her being 'thunders so' that it matters little 
what she says. Being is not only the context for what you 
say and do, it is also our commonality—the community 
you have with others." 

"Meaning?" 
"We all have different things, and we all do different 

things, but at the being level, we are one. As human 
beings, we share the same qualities. This is our common-
ality with all people. When you relate at the being level, 
all differences of race, gender, and political preference are 
irrelevant. The trouble starts when you let our differences 
obscure our common being. This commonality of being is 
much greater than what sets us apart. In a major initia-
tive to end the Cold War, President Kennedy said, `. . . let 
us not be blind to our differences—but let us also direct 
our attention to our common interests and to the means 
by which those differences can be resolved.' Common 
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interests are the means to resolve differences." 
"Being is the common denominator," I recalled, "that 

allows me to assimilate the differences of others." 
"Your capacity for tolerance grows with your being," 

affirmed the Wizard. "The ancient Greek oracle at Delphi 
commanded us to 'Know Thyself.' " 

"I was never certain what that meant. It seemed so self-
evident," I said. 

"Knowing oneself is self-awareness, a capacity unique 
to humans. Therefore, as you develop this capacity, you 
will become more fully human," explained the Wizard. 

"How do I become more self-aware?" 
"Once again, that is the inner journey to your being, 

your essence, your truth, your is. You will experience the 
real power of this journey to self-awareness when you 
reposition the true center of your self from your head to 
your heart." 

"Do you mean to let my emotions take over?" I asked 
skeptically. 

"No, not at all," said the Wizard. "That is a popular 
misconception. The word heart, as I use it, is much more 
all-encompassing. Emotions are only a piece of it. Heart 
is an integration or a centeredness of body, mind, and 
spirit. Heart is your humanness, your authentic being, 
your is, your how to be." 

"The real me," I said. "But doesn't the real me include 
my head and my intellect, too?" 

"To be sure. But remember, my friend, thoughts are a 
lower order, a more peripheral dimension of the self." 

"All right, so having recentered myself from my head 
to my heart, what then?" 

"Then you can bring your heart, this new center of 
authentic human power, to everything that you say and 
do. And you can do it with style and individuality. You 
cloak your being with a mantel of words and actions to 
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make it uniquely yours. This is what Jung called individu-
ation, the process of becoming a true individual. It is your 
heart which stamps all your deeds with your seal of 
authenticity, because it comes from within. You are then 
'living in the truth,' your truth." 

"I could feel the intensity of your words," I responded 
humbly. "That's a pretty convincing demonstration." 

"You heard the words," the Wizard corrected, "but 
you felt the 'thunder' of my being. For you, it was 'heart-
felt.' We do extend far beyond the physical dimensions of 
our bodies, you see. The heart is the force you felt. The 
words are from the head. The heart is what makes you 
uniquely human, so you need to employ it in all your 
human affairs. The head is insufficient by itself. Life is 
larger than reason and intellect. With the heart, you are 
dealing with the whole of what it means to be human. 
Only the heart can adequately address human concerns." 

"Communicating from the heart is being. Is that what 
you're saying?" I wanted to be sure. 

"Right," said the Wizard. "That's what gives the heart 
the power to connect. Being is the container, the context 
in which you say and do things. When you said you could 
feel my words, you actually felt the context of my heart 
which carried those words. To feel them, however, you 
had to be listening with your heart. We were connecting 
on a being level. This is called intimacy." 

"Intimacy?" I showed some surprise at this. 
"Yes. Intimacy is heart talk," said the Wizard. "I 

believe we are all on a quest for intimacy, but most of us 
do not know how to find it. And when we do, we are 
often not prepared for it and we do not know what to do 
with it. Without the inner journey, you feel vulnerable 
and threatened by intimacy. That is when the ego inter-
venes with its defenses to rescue you from intimacy. The 
ego does not know that it is rejecting the essence of life. 
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You need to start with being and that will determine your 
choices for doing." 

"You're telling me as a business manager, parent and 
cancer patient, that I get too caught up in doing things 
without attending to the spirit of what I'm doing. What 
counts is the spirit, the quality of being, that I bring to the 
act of doing. Rather than concentrate on doing, I need to 
focus on being. Then I can bring those qualities of being 
into everything I do. Being stamps uniqueness on all I do. 
Is that right?" 

"You said it well," affirmed the Wizard. "The world is 
full of human bavings and human doings, but it is rather 
short on human beings." 

My face lit up. "I love it—human havings and human 
doings! They certainly rule in numbers." 

"Ah, but human beings rule in quality," rejoined the 
Wizard. "Being is the source of quality because quality 
begins with human qualities, with the human spirit. 
When we put spirit first, others experience that spirit and 
feel energized. This is the human connection. 
Experiencing another person's spirit is like breathing fresh 
air. Like any essence, its power lies in its purity. The more 
pure the exposure, the greater the impact. Pure love. Pure 
joy. These are the qualities that carry the messages. 
People put too much faith in words. We think our words 
will be influential. But words without the infusion of spir-
it are devoid of life, impotent. Conviction, commitment, 
sincerity, trust, joy, sensitivity—these are the qualities that 
give our words and deeds the power to influence. This is 
what sells—the invisible qualities of being, of what is." 

"Once again, I can feel the power of your words . . . 
no, of your being," I said, now knowing what I felt. 

"When a person you love or respect says something, it 
has more impact than the same words spoken by some-
one you do not love or respect. Love and respect are 
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powers of the heart. In a less influential context, the 
words would have no power," asserted the Wizard. 

Translating this into my business world, I replied, 
"Being 'sells.' Being adds value. It brings a quality of 
authenticity to any business transaction." 

"Let me tell you a story, my friend," said the Wizard. 
"Recently I talked with a Fortune 500 manager who 
could 'see' his division becoming the most respected in his 
industry. This was his personal vision. To him, respect 
was a quality that fired him with energy and zeal. Respect 
was the spirit, the qualitative context within which he did 
business. When he shared his personal vision with his 
senior manager, the latter, unaware of his feelings about 
respect, asked him to change the word 'respected' to 
'profitable.' He strongly resisted, but eventually he agreed 
to add 'profitable' without deleting 'respected.' 

"He told me later that he was not going to let his man-
ager remove the word from his vision. He spoke with 
such feeling, it was apparent that this was the source of 
this man's energy. Removing respect from his vision state-
ment would have taken the vitality and purpose out of it. 
Generating profits did not arouse his passion. Generating 
respect did. 

"The roots of this manager's feelings went back over a 
quarter of a century and tapped into the very essence of 
the man. His actions were flowing from the core of his 
being, from his heart. For him, material profits will fol-
low when the heart is activated. To know this man was to 
know that respect was the source of his energy. Wise 
leaders know how to tap into this energy and release its 
power. Regrettably, this man's manager did not." 

"The man in your story acted with great personal 
integrity," I observed. 

"You have used a powerful word," said the Wizard. 
"Integrity comes from a Latin word meaning untouched, 
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hence undivided or whole. When we act with integrity, 
we act as an undivided whole. This is what gives integrity 
its laser-like power. It is not fragmented nor is it frac-
tured. It comes 'untouched' from the core of our being. 
We admire people who show integrity because they are 
being true to their inner selves. This is what Vaclav Havel 
meant by living openly in the 'sphere of truth.' Havel's 
real power lies not in his words, where he shows great 
mastery as a playwright, but in his integrity. This is the 
quality that people admire. As a leader, he thunders with 
integrity. He is what he says. 

"In his address to the U. S. Congress, Havel said, 'The 
salvation of this human world lies nowhere else than in 
the human heart, in the human power to reflect, in 
human meekness, and in human responsibility.' Tell me, 
does this not say how to be?" 

"He certainly says what you've been saying." 
"Saying it is one thing, but taking initiative and acting 

on it is quite another. That is where Havel excels, and 
that is everyone's responsibility," said the Wizard. "It is 
your responsibility and it is mine. That is the way life is." 
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UALITIE OU 

QUALITIES DO I FEEL PASSIONATE ABOUT? (WH 

INSPIRES ME?) 

3. Do OTHERS FEE THIS ENERGY OF MINE AT WORK? 

EM MORE OF "WHO I AM"? HOW CAN I LET WHAT 

ROUGH? (HOW CAN I LET THE IS SHINE?) 

FOUR QUESTIONS TO EACH OF YOUR STAFF MEMBERS. ASK 

EM TO ASSESS THEMSELVES AND PREPARE TO DISCUSS THEIR FINDINGS 

YOU. 

IONS ABOUT EACH OF YOUR KEY 

AE•  HIS/HER SALIENT QUALITIES? 

2. WHICH OF THESE QUALITIES DOES HE/SHE FEEL PASSIONATE ABOUT? 

3. DOES THIS ENERGY COME THROUGH IN HIS/HER RELATIONSHIPS AT 

WORK? IF SO, HOW DOES IT SHOW? IF NOT, WHY NOT? 

0 TO REVEAL MORE OF WHO THEY ARE? 

WHAT YOU HAVE OBSERVED WITH EACH STAFF PERSON. 

OUR OBSERVATIONS ABOUT EACH OF THEM WITH 

EMSELVES. TELL EACH PERSON WHAT YOU ARE 

TRYING TO DO FOR YOURSELF AND ASK FOR THEIR HELP. ALSO ASK WHAT YOU 

CAN DO, OR NOT DO, TO HELP THEM REVEAL MORE OF "WHO THEY ARE" AT 

EN YOU CAN AGREE TO TAKE SPECIFIC ACTION STEPS TO RELEASE 

THIS HOW-TO-BE ENERGY. 

• REPEAT THE FOUR-STEP PROCESS OUTLINED ABOVE WITH EACH OF YOUR 

FAMILY MEMBERS. 
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If you wish to change another person's behavior, 
the surest way is to change your own behavior. 

12 

THE PULL AND 
PUSH OF LIFE 

The story of the manager who wanted to make his divi-
sion "the most respected" had sunk deeply into my con-
sciousness. I wondered how often I had been guilty of 
imposing my ways upon my staff and my family, and I 
pondered the effect this had on their productivity and 
happiness. I discovered that when I thought about people 
qualitatively, I started to behave differently toward them. 
I was eager to talk with each of them to determine what 
qualities they valued and to see if they were flourishing in 
the work setting or at home. Then, I thought about what 
turned me on in life, and I concluded it was helping peo-
ple develop to their best potential. I enjoyed the sense of 
achievement that came from helping others. 

I tried to summarize what I had learned: "My essence 
is spirit. Spirit manifests itself in my being—in my heart 
or true self. My being is the destination of the inner jour-
ney of self-awareness because I will follow the command 
of the Delphic Oracle to 'Know Thyself.' Being is the 
context of all that I say and do. When I begin with being, 
I bring these qualities of the heart into all my choices. If I 
can bring being to the forefront of my life, then I will not 
live a life dictated by external circumstances. I will live a 
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life which is governed by inner truths that emerge from 
the heart. What one is influences what one does. This is a 
life of integrity." 

One thing troubled me, however. It had concerned me 
since I first heard the Wizard discuss humility—it all 
sounded too passive to me. After all, I was a person used 
to taking action, and it was not enough for me to be open 
to influence by others. I also needed to influence others 
actively. The Wizard touched on this with the power of 
being and integrity, but I wanted to hear more. 

When we met again, the Wizard had a large map 
spread out on the table. He told me he was going to take 
a trip to the high country of Baltistan, a region of 
Kashmir in northern Pakistan. It is spectacularly beautiful 
land, and the only area in the world where three of the 
world's highest mountain ranges come together—the 
Himalayas, the Karakorams, and the Hindu Kush. When 
I asked him what he intended to do there, the Wizard 
said that he enjoyed trekking in the more remote regions. 
He drew inspiration from these treks. The physical 
demands and the majestic solitude of these locations 
seemed to give him a new balance, a recentering of his 
being. To my amazement, the Wizard told me that he 
would be gone for a long time. 

"I am going to miss our meetings," I told him. "They 
have become a very important part of my life." 

The Wizard smiled and, taking the compliment gra-
ciously, modestly replied, "We are an addictive society, 
my friend, and I think we can get addicted to anything. It 
is not good to be too dependent. If I were doing my job 
properly, you would not feel the need to continue. The 
'doctor within' would feel sufficiently confident to begin 
its own practice." 

"I think the doctor isn't through medical school yet!" I 
chuckled. "Perhaps it just needs a year in residency." 
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"Life is all the residency it needs. Your doctor will do 
very well, my friend. Believe me," insisted the Wizard, "it 
just takes practice." 

"Thank you for your confidence. I needed that placebo. 
But when do you expect to return?" 

"I do not really know. I may not," said the Wizard. "I 
never put a return time on these trips because I never 
know what will come of them. When the time comes, I 
will know what to do." 

I was stunned. The Wizard had never indicated before 
that he was thinking of leaving. "You mean you may not 
come back to the United States?" 

For the first time, I felt a slight distance in the Wizard's 
manner as he spoke. "There is always that possibility. 
You have your calling and I have mine, and we each must 
respond to our inner voice. I came here because I felt 
called to do so. My intuition tells me that I will probably 
be called elsewhere. But that I cannot say. I will know 
only when it happens." 

"But what about the practice you've established, and 
all the friends you've made?" I asked. "And then there's 
the children." 

"They will always be with me," said the Wizard. "As 
Americans, we tend to be very generous and hospitable 
people. Many people around the world are very fond of 
us and our open ways, but we tend to think that America 
is the only place to live. There are lovely people else-
where, and we would be well advised to get to know 
them and their customs. We have much to learn from 
others. Because English is the universal language, others 
must make the effort to learn it. This can lead to stultify-
ing complacency for us. We must reach out. The world 
needs us and we need others as well. We are all intercon-
nected. Reaching out is a responsibility that requires ini-
tiative and patience, trust and forgiveness, compassion 
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and discipline. It is not an easy role, but it is vital and 
potentially very rewarding." 

"Your words are well-chosen, Wizard. Thanks for your 
caring advice." 

"You are welcome," said the Wizard. "You have used 
one of my favorite words: care. You need to practice 
intensive care. Not the high-tech, hospital stuff, but what 
John Naisbitt calls the high-touch, human stuff." 

"High-touch," I repeated. "That says it, doesn't it?" 
"Yes, but it is not enough to say it," asserted the 

Wizard. "You must feel it. Intensive care comes from the 
heart. It has healing power. You know its presence when 
you feel it. When you care, any relationship is very for-
giving. Actions are less important in the context of care. 
For example, people do not know what to say when a 
friend has a life-threatening illness—take your cancer, for 
example. In truth, it matters little what people say to you. 
What is important is that you know that the other person 
cares. A woman who lived for months with her young, 
dying daughter told me she learned the power of simply 
'being there with love.' That is intimacy." 

"That's very touching." My manner softened as I 
spoke. "You didn't mention the placebo, but I see it 
working its wondrous ways through the mother's care." 

"You are absolutely right. I simply forgot to make that 
connection. Will you forgive me?" The Wizard smiled, 
knowing it was done. 

"You don't even have to ask. In the context of care, 
forgiveness is easy." 

The Wizard, allowing himself a pinch of pride, put his 
arm around me. "You do not need me any more. The 
answers that lie within seem to be emerging. You have 
come a long way in the times we have been together." 

"Thank you." I was feeling a sense of inner composure, 
largely unknown to me months before. "I feel much bet-
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ter about myself, and it shows in my relationships. That's 
the test. 

"There is one more thing you could help me with, 
however. You have been a role model for me, as I have 
tried to be for my family and my business associates. 
Many of them are action types who might see this whole 
how-to-be process as too passive. I'm afraid my influence 
on them will not have the impact yours has had on me." 

"I thought you might feel that way," said the Wizard. 
"That is why I closed our last session with those few 
words on initiative. You may recall that I said it all starts 
within us. The whole process is dynamic and ever-chang-
ing. If I have conveyed the image of passivity, I have not 
been very effective." 

"Perhaps I was too sweeping in my generalization," I 
said. "I specifically mean the emphasis on opening your-
self to another's influence. How do I actively influence 
someone else?" 

"I feel your concern," said the Wizard. "There are sev-
eral factors here. First, you must remember that you can-
not control others, only yourself. You cannot insure the 
openness of others, but you can insure your own open-
ness. If you are open and non-defensive, you increase the 
chance that others will be, too. With no need to defend 
yourself, your energy can then be directed toward relating 
to others, rather than protecting yourself." 

"You're saying there is power to influence others in just 
being open and non-defensive?" 

"Spot on!" affirmed the Wizard. "You must not under-
estimate the power of openness. When you open yourself 
to another, you are giving, and giving can break through 
the toughest resistance. It is one of those paradoxes—in 
receiving another, you give of yourself. This is a placebo. 
It says we care." 

"Actually, what I thought was a passive act is really a 
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powerful placebo." 
"Being receptively open is vital, but you must also be 

expressively open." The Wizard's face came alive as he 
spoke. "If you wish to change another person's behavior, 
the surest way is to change your own behavior. This 
means doing new and different things. You are forever 
trying to change another without the inconvenience of 
having to change yourself. Changing your behavior will 
induce an altered response from the other person. I think 
this is one of the least understood truisms of home or 
office management. 

"When you have ideas you believe to be right and 
good, you should advocate them passionately. In doing 
so, however, you must not be closed to others. If you 
recall, my objection is with fixed opinions, not opinions 
per se. In a relationship, the creative process demands 
that you merge your feelings as well as your ideas with 
the other person's feelings and thoughts—literally absorb-
ing each other at the being level. In effect, the two of you 
become one for the moment. 

"It is this creative interfusion that gives rise to new 
possibilities that neither of us could have imagined. I said 
this process was risky because you had to let go of your 
desire for a certain outcome. By definition, the outcome 
of any creative endeavor is unknown. This is also true in 
human interaction. You must trust the process. This is a 
time for simply allowing, a consciously induced 'come 
what may.' In effect, it is a moment of surrender to the 
creative process." 

"Wizard, that's not an easy thing to do when we think 
we have all the answers. That's the ego, I guess. Generally 
speaking, I don't like to surrender anything to anybody," 
I declared. 

"And that is why creativity is such a rare and highly 
prized quality, my friend," said the Wizard. "It is also 
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why people have such an absence of meaningful commu-
nication at a feeling level. Ideas lead to conflict; feelings 
lead to commonality." 

"What do you mean by that?" 
"Our human condition is what we have in common," 

said the Wizard. "We differ in our customs, our beliefs, 
and our ideologies. Communication comes from a Latin 
word meaning common. Communication is commonality. 
Although we may disagree in our beliefs, we can find 
commonality in matters of the heart. We are all moved by 
compassion, inspired by truth, touched by care, heartened 
by hope, stirred by love, and emboldened by courage. 
This is the commonality of being, the irreducible is." 

"This is what you meant when you said that spirit 
influences. These are the timeless qualities that endure, 
the essence that you spoke of. They speak to our common 
humanity, to what is." I suddenly sounded very much like 
the Wizard. 

"There you are. You activated the wizard within you! 
Essence is," said the Wizard, holding up his forefinger. 

"The 'wizard within.' I like that. It has alliterative 
power. Is that like the 'doctor within'?" I asked. 

"No difference. The doctor is the wizard; the wizard 
the doctor. Now let us focus on your concern for action. 
You recall, the visualization process is linked to action. 
Mental imagery is an action step. We also talked about 
the 'cognitive receptivity' that comes with a relaxed 
awareness, and how you could reprogram yourself with 
positive images, emotions, actions, and affirmations. This 
is a consciously directed effort of choice. 

"Passive implies an absence of active choice. In any sit-
uation, never say, 'I had no choice.' You always have a 
choice. The process starts with the 'pull' of awareness." 

"The pull of awareness?" 
"Exactly," said the Wizard. "The pull of awareness is 
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mindfulness, your capacity to absorb everything around 
you—people, ideas, feelings, ambience. You recall our 
discussion on centering and concentration. That process 
heightens your awareness and develops the 'doctor with-
in.' This doctor makes its practice available to you. It is 
only this openness to all things and all people that 
enables you to see the multiplicity of possibilities that 
arise from the interconnectedness of people and events. 
The more connections you experience, the more options 
you have for action. When you look at a situation too 
narrowly, you diminish your chances to change it." 

"Change it! That's what I mean. I have to take action 
to shape events and make changes. I can't just passively 
wait for people and events to come my way." 

"You are advocating the other half of this dynamic 
process, the 'push' of initiative." Thrusting his arm for-
ward, the Wizard continued. "The process demands that 
you reach out. The push of initiative involves taking risks 
by getting out of your 'comfort zones,' breaking habit 
patterns, seeking possibilities, trying new things, being 
curious, exploring new facets of life, becoming adventur-
ous, making and admitting mistakes, asking and giving 
forgiveness, meeting new people, changing routines, 
experimenting—all of these and more. Above all, it 
means taking initiative and being accountable for the 
consequences. This is an energizing process. It is alive-
ness, my friend." 

"I can feel your aliveness," I said admiringly. 
"You are experiencing what we are talking about. 

There is a rhythm and flow to life and its events. The cre-
ative process is all about being aware of this and knowing 
when and how to intervene actively to shape and direct 
the energy. Having sensed the possibilities that exist in a 
situation, you may move on any of them. Action natural-
ly follows awareness. This is the pull and push of life. It is 
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a natural dialogue of action, not the forced action of 
demands and compliance that is so unproductive. Now, 
my friend, does this sound too passive for you?" 

"Not at all." 
"Life is a mix of action and reflection, the latter being 

the more passive. Too much of either, however, is a life 
out of balance. While reflection has nothing to show for 
itself without action, action without reflection has little 
meaning or purpose. The old adage, 'The unexamined life 
is not worth living,' attests to the power of reflection. You 
need both to be complete," concluded the Wizard. 

"In a broader sense, you're really talking about negoti-
ation, aren't you?" 

"Yes, but what I described runs deeper than traditional 
negotiation theory would care to admit." 

"Everything you talk about runs deeper." 
"That is the untold story, isn't it?" said the Wizard. "If 

you acknowledge the power of the implicit, you have to 
go deeper to get behind the explicit. You have to get clos-
er to the source. That is the inner journey. That is how to 
be. To do so takes you closer to what is." 

"It sounds as if we're back to where we started—back 
to what is," I observed. 

"Did we ever leave?" 
"I guess not, but you said 'closer to what is.' Do you 

think I'll ever really get there?" 
"Everything hinges on awareness," maintained the 

Wizard. "The source of life has always been there for you 
to discover. In that sense, it is always available to you. In 
another sense, you can never hope to know fully what is. 
The 'part' cannot grasp the nature of the greater whole. 
In a spiritual sense, creatures can never fully fathom the 
nature of their Creator. A lesser power is incapable of 
fully comprehending the greater power. 

"So perhaps you shall never know what really is. That 
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is the role of faith, hope, and trust. But you can cleanse 
your perceptions. In doing so, you will operate closer to 
the limits of your powers. You do not know those limits 
yet and so you must forever test and challenge them. That 
is what makes life such an adventure. And that, my dear 
friend, is the way life is." 
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een 
is a recep-

ocused 
Our 

ey to awareness is 
at we lose both our mindfulness and th 
suggestions are designed to help you dev 

awareness and initiative: 

To HELP Y N THE PULL OF AWARENESS: 

,PREFERABLY BAREFOOT. WALK IN A VERY SLOW PACE 

HE BODY'S ACTION IN LIFTING YOUR LEGS AND PLACING 

MN. LISTEN TO THE SOUNDS AND FEEL THE SENSATIONS ON 

UR FEET. THINK OF THIS WALK AS A VERY SLOW MOVING MEDITATION WITH 

LL CONCENTRATION ON YOUR MOVEMENT. 

KABAT-ZINN, DIRECTOR OF THE 

SITY OF MASSACHUSETTS, USES 

ISE. LOOK AT THE RAISIN, FEEL IT, 

,AND TASTE IT VERY SLOWLY. NOTE THE ACTION OF THE SALIVARY 

GLANDS BEFORE YOU PUT IT IN YOUR MOUTH. THE IDEA HERE IS TO BE 

MINDFUL OF SOMETHUNIG WE NORMALLY DO WITHOUT THINKING. 

R SIDE, APART, 

HEAl RTING WITH YOUR FEET, FOCUS 

A MUSCLE GROUP AND RELEASE ANY TENSION IN IT AS 

RETEND THAT ALL YOUR STRESS AND TENSION IS BEING 

ACH BREATH. MOVE THROUGH YOUR BODY TAKING AS MUG 

TIME AS YOU WISH. WHEN YOU FINISH, YOU WILL BE IN A MORE RELAXED 

AND MINDFUL STATE. 

THE RELAXATION RESPONSE, WHERE WE FOCUSED ON OUR BREATHING (IN 

CHAPTER SIX), IS A MINDFUL EXERCISE. 

* CREATE YOUR OWN MINDFUL EXERCISES. 
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PUS 

INITIATIVE, DO A M ISE 

EN LOOK FOR NEW WAYS TO APPROACH YOU 

FRA E SITUATION IN A LARGER CONTEXT, LIKE A BROA 

SCOPE OR A LONGER TIME SPAN. THIS WILL INCREASE YOUR OPTIONS JUST 

AS A NARROW PERSPECTIVE LIMITS THEM. 

INDFUL OF YOUR HEIGHTENED AWARENESS AND 

142 



EPILOGUE 

The Wizard and I departed with embraces and great 
affection. He never did return to the United States, and 
nobody knows for certain where he went. Rumors, of 
course, abound. Some say he got caught in the Kashmir 
border conflict between India and Pakistan. Others say 
he is working in the devastated villages of Afghanistan. 
Still others believe he lives as a guru somewhere in the 
remote regions of neighboring China. He remains, as 
before, a mystery. 

Curious things have happened, however. I am still cop-
ing with cancer, but my health has gained new vigor as 
all aspects of my life shine with being. And believe it or 
not, / have become a folk hero myself! People come from 
all over the world to study my business and to talk about 
how I achieved my success. The press has even labeled 
me "The Wizard of the Workplace." Sincerely, I claim no 
special talents. But I do say I was fortunate to learn some 
things from a man who taught me to consult the "doctor 
within." 

When asked by a reporter what I had learned from this 
man, I replied, "In an age where everything seems to be 
relative, there are some enduring qualities of the human 
spirit. These qualities are our common humanity. They 
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are the special qualities of being, of human being. Like 
the mountain massifs of Kashmir, they simply are. The 
inner journey is a quest for this source of our being, this 
wellspring of our humanness. It provides a rich and inex-
haustible supply of energy that permeates all we have and 
do. It is the context of all our relationships, and it pos-
sesses enormous power to influence and to heal. It is the 
implicit state that surrounds all management and leader-
ship principles, practices, and policies. It is the essence of 
life, the truth of human affairs, the irreducible is. If I have 
enjoyed any degree of success, it has been because I have 
attended to this." 

With that, I said, "That is the way life is," and set out 
with the reporter for a brisk walk around the workplace. 
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