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Intro / Rationale 
Much	of	human	performance	and	decision-making	is	shaped	not	by	the	raw	information	we	
encounter,	but	by	the	way	we	automatically	interpret	it.	That	is,	you	don’t	actually	hear	
what	someone	says	as	much	as	hear	it	through	your	filters	and	the	conversation	you	have	
about	what	they	said.	Automatic	Interpretive	Reframing	(AIR)	captures	this	phenomenon:	
as	listeners,	we	unconsciously	reshape	what	we	hear	through	our	ego-descriptions,	prior	
distinctions,	and	assumptions.	This	enables	rapid	sense-making	but	also	distorts	
communication	and	narrows	learning.	Miscommunication,	in	this	view,	is	not	accidental	but	
structural:	every	act	of	listening	is	also	an	act	of	reframing.	

Existing	theories	help	us	see	parts	of	this	dynamic.	Daniel	Kahneman	distinguishes	between	
System	1	(fast,	intuitive,	bias-prone	thinking)	and	System	2	(slow,	deliberate,	effortful	
thinking).	Tim	Gallwey,	in	The	Inner	Game,	shows	how	performance	is	blocked	less	by	lack	
of	skill	than	by	interference	from	an	inner	critic	(Self	1)	that	distracts	the	natural	learner	
(Self	2).	Both	highlight	how	automatic	mental	processes	shape	outcomes,	yet	neither	fully	
explains	how	meaning	is	reframed	in	real-time	communication.	

In	a	world	where	leaders,	teams,	and	organizations	depend	on	shared	understanding,	it	is	
no	longer	enough	to	know	that	people	“think	fast	and	slow”	or	that	they	battle	inner	
interference.	We	need	a	model	that	explains	how	interpretation	itself	works,	why	
distortions	arise,	and	how	coaches	and	leaders	can	guide	reframing	to	unlock	clarity,	
empathy,	and	performance.	That	is	the	contribution	of	AIR.	
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Overview 
This	paper	integrates	Automatic	Interpretive	Reframing	(AIR)	with	Kahneman’s	dual-
process	theory	and	Gallwey’s	Inner	Game	to	offer	a	fuller	account	of	how	people	perceive,	
learn,	and	act.	It	describes	AIR	as	the	structural	process	of	reframing	meaning	in	
communication,	then	compares	it	with	Kahneman’s	model	of	cognitive	bias	and	Gallwey’s	
model	of	inner	interference.	It	argues	that	AIR	bridges	the	descriptive	power	of	Kahneman	
and	the	prescriptive	tools	of	Gallwey	by	showing	how	unconscious	reframing	operates	both	
in	judgment	and	in	performance.	Finally,	it	outlines	the	practical	implications:	how	leaders,	
coaches,	and	organizations	can	work	with	reframing	directly	to	reduce	miscommunication,	
expand	interpretive	capacity,	and	create	environments	that	support	more	effective	action.	

Automatic Interpretive Reframing 
Every	act	of	listening	transforms	meaning.	People	do	not	hear	what	is	said	as	it	is;	they	
unconsciously	reframe	it	through	their	ego-descriptions	and	prior	distinctions.	By	surfacing	
these	reframings	and	the	hidden	ego	rules	that	drive	them,	we	can	expand	interpretive	
capacity	and	reduce	systemic	misalignment.	Recognizing	AIR	is	essential	for	coaching,	
leadership,	and	organizational	learning,	because	it	shows	that	value	delivery	depends	not	
only	on	what	is	spoken	but	on	how	meaning	is	reconstructed	in	transit.	

Comparative Analysis 

1. Core Subject of Each 

• AIR:	Focuses	on	how	listeners	reframe	what	they	hear	automatically,	often	
unconsciously,	based	on	their	ego	descriptions,	prior	distinctions,	and	cognitive	
frames.	It	highlights	the	interpretive	gap—the	difference	between	what’s	said	and	
what’s	understood.	

• Kahneman:	Distinguishes	between	fast,	automatic,	associative,	intuitive	thinking	
(System	1)	and	slow,	effortful,	deliberative	thinking	(System	2).	His	subject	is	
cognitive	processing	modes	in	general	decision-making.	

• Gallwey:	Centers	on	the	interference	of	the	“self	1”	voice	(judging,	controlling,	fearful)	
with	the	natural	capacity	of	“self	2”	(learning,	doing).	His	subject	is	performance	and	
learning	in	practice,	not	general	reasoning.	

	

2. Mechanism of Distortion 

• AIR:	Distortion	arises	from	interpretive	reframing.	People	don’t	just	mis-hear—they	
actively	reshape	incoming	information	into	something	consistent	with	their	
unconscious	ego-description	and	meaning-making	structures.	

• Kahneman:	Distortion	arises	from	cognitive	biases	and	heuristics—System	1	
produces	snap	judgments	that	are	prone	to	error;	System	2	is	lazy	and	often	
endorses	them.	
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• Gallwey:	Distortion	arises	from	interference	of	judgmental	self-talk—the	inner	critic	
disrupts	direct	perception	and	fluid	action.	

	

3. Agency and Change 

• AIR:	Implies	that	awareness	of	reframing	and	the	distinctions	one	lacks	can	expand	
interpretive	capacity.	Coaching	focuses	on	surfacing	the	gap	between	what	was	
meant	and	what	was	understood.	

• Kahneman:	Offers	diagnosis	more	than	prescription.	System	1	errors	can	sometimes	
be	checked	by	engaging	System	2,	but	Kahneman	is	pessimistic	about	how	much	this	
can	be	trained	away.	

• Gallwey:	Offers	practical	tools	to	quiet	self	1—attention	training,	nonjudgmental	
observation—so	that	self	2’s	natural	learning	can	emerge.	He’s	very	prescriptive	
about	skillful	practice.	

	

4. Relationship Between Them 

• AIR	vs.	Kahneman:	

o Both	deal	with	automaticity,	but	AIR	is	about	interpretation	in	social	
communication,	while	Kahneman	is	about	cognitive	judgment	generally.	

o Kahneman	might	say	AIR	is	describing	a	System	1	phenomenon:	fast,	
automatic	reframing.	You’d	add	that	it	isn’t	just	“bias,”	it’s	structural	
meaning-making	shaped	by	ego-description.	

• AIR	vs.	Gallwey:	

o Both	emphasize	distortion	by	internal	frames/voices.	

o Gallwey’s	“self	1”	resembles	AIR’s	“ego	description”—an	unconscious	script	
telling	someone	how	to	be	(e.g.,	not	to	appear	ignorant).	

o But	Gallwey	is	applied	to	performance	contexts	(tennis,	coaching,	learning),	
while	AIR	is	a	general	communication	model.	

• Kahneman	vs.	Gallwey:	

o Kahneman	is	descriptive	and	pessimistic	(bias	is	baked	in).	

o Gallwey	is	prescriptive	and	optimistic	(quiet	the	inner	voice,	allow	natural	
ability).	

o Kahneman	is	macro-psychology	(how	humans	think),	Gallwey	is	micro-praxis	
(how	to	perform	and	learn).	

	

Summary Table 

Dimension	
Automatic	Interpretive	
Reframing	(AIR)	

Kahneman	–	
Thinking,	Fast	and	
Slow	

Tim	Gallwey	–	The	
Inner	Game	



Success	Engineering	©	2025	All	Rights	Reserved	 	 	4	

Dimension	
Automatic	Interpretive	
Reframing	(AIR)	

Kahneman	–	
Thinking,	Fast	and	
Slow	

Tim	Gallwey	–	The	
Inner	Game	

Core	Focus	

How	people	automatically	
reinterpret	what	they	hear	
through	unconscious	
reframing	shaped	by	ego-
descriptions	and	
distinctions	

Two	modes	of	thought:	
System	1	(fast,	
automatic,	intuitive)	vs.	
System	2	(slow,	
deliberate,	analytical)	

Performance	and	
learning:	Self	1	
(judging,	controlling	
voice)	interferes	with	
Self	2	(natural,	
effortless	ability)	

Primary	
Context	

Communication,	coaching,	
leadership,	organizational	
change	

Decision-making,	
judgment,	cognitive	
psychology	

Skill	learning,	
coaching,	sports,	
personal	growth	

Source	of	
Distortion	

Interpretive	reframing—
listener	reshapes	meaning	
to	fit	ego	description	and	
existing	mental	frames	

Cognitive	biases	and	
heuristics—System	1	
jumps	to	conclusions,	
System	2	often	
endorses	them	

Judgmental	self-talk	
(Self	1)	disrupts	direct	
perception	and	
natural	performance	
(Self	2)	

Nature	of	
Automaticity	

Reframing	is	instant,	
unconscious,	inevitable	in	
sense-making	

System	1	is	fast,	
effortless,	unconscious;	
System	2	is	effortful,	
slow	

Self	1	chatter	is	
automatic	inner	
commentary	that	
blocks	Self	2	

Agency	/	
Leverage	for	
Change	

Awareness	of	reframing	+	
surfacing	ego	descriptions	
allows	expansion	of	
interpretive	capacity	

Limited—System	2	can	
sometimes	override,	
but	Kahneman	is	
pessimistic	about	
sustained	correction	

Strong—quiet	Self	1,	
shift	attention,	and	
Self	2’s	natural	ability	
emerges	

Tone	of	Model	

Practical	+	diagnostic:	
explains	why	
miscommunication	is	
structural,	not	just	error	

Descriptive	+	
cautionary:	highlights	
how	humans	are	
predictably	irrational	

Prescriptive	+	
optimistic:	offers	
techniques	to	improve	
performance	

Unique	
Contribution	

Shows	how	
communication	meaning	is	
transformed	in	transit	by	
listener’s	unconscious	
reframing	

Maps	human	cognition	
into	two	distinct	
modes;	catalogues	
biases	

Provides	applied	tools	
for	learning	and	
performance	by	
managing	inner	
dialogue	
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Dimension	
Automatic	Interpretive	
Reframing	(AIR)	

Kahneman	–	
Thinking,	Fast	and	
Slow	

Tim	Gallwey	–	The	
Inner	Game	

Overlap	with	
AIR	

–	

AIR’s	automatic	
reframing	resembles	
System	1	activity,	but	
emphasizes	structural	
ego-framing	rather	than	
bias	heuristics	

AIR’s	ego	description	
≈	Gallwey’s	Self	1;	
both	describe	
unconscious	internal	
rules	that	distort	
experience	

Divergence	
from	AIR	

–	

Kahneman:	general	
cognitive	psychology,	
less	about	interaction;	
AIR:	communication-
specific	

Gallwey:	performance	
context	only;	AIR:	
broader	
communication	+	
systems	contexts	

	
	

The distinctive contribution of Automatic Interpretive Reframing 

• Unlike	Kahneman,	AIR	doesn’t	just	contrasting	two	modes	of	thought—it	showing	
how	the	listener’s	unconscious	reframing	alters	meaning	in	communication.	

• Unlike	Gallwey,	AIR	isn’t	narrowly	focused	on	performance	coaching—AIR	
describing	a	general	dynamic	of	sensemaking	that	applies	in	dialogue,	leadership,	
and	systems	thinking.	

• AIR	gives	you	leverage	in	coaching	and	organizational	change	because	it	reveals	that	
misunderstanding	isn’t	just	error—it’s	structural	reframing	that	must	be	anticipated	
and	worked	with.	

AIR as a Unifying / Extending Framework 
Bridging	Kahneman	and	Gallwey	

• From	Kahneman:	AIR	takes	the	insight	that	automatic,	unconscious	processes	
dominate	human	thought	(System	1),	but	reframes	it	from	the	abstract	realm	of	
cognitive	bias	into	the	practical,	lived	reality	of	communication.	Instead	of	just	“fast	
judgments,”	AIR	shows	that	even	interpretation	itself	is	filtered	through	structural	
ego-descriptions.	

• From	Gallwey:	AIR	resonates	with	the	idea	of	an	interfering	inner	voice	(Self	1)	but	
broadens	it	from	performance	disruption	to	sensemaking	distortion.	Gallwey	says	
“quiet	Self	1	to	let	Self	2	perform”;	AIR	says	“surface	reframing	and	ego	descriptions	
so	meaning	can	travel	intact.”	
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2.	What	AIR	Adds	

• Structural	Model	of	Miscommunication	
Kahneman	diagnoses	errors	but	largely	leaves	people	trapped	in	bias.	Gallwey	
provides	tools	but	only	in	narrow	domains.	AIR	explains	why	even	well-intentioned	
communication	is	systematically	distorted,	offering	a	framework	for	diagnosis	and	
coaching.	

• Ego	Description	as	the	Hidden	Driver	
Where	Kahneman	points	to	heuristics	and	Gallwey	to	judgmental	chatter,	AIR	
introduces	the	ego	description:	the	unconscious	rule	set	(“I	must	not	appear	
ignorant,”	“I	must	be	competent,”	etc.)	that	filters	meaning	in	real	time.	This	provides	
a	concrete,	coachable	handle	on	what	otherwise	feels	vague	or	mysterious.	

• Actionable	Pathway	

o Kahneman:	“We’re	biased—beware.”	(low	agency)	

o Gallwey:	“Quiet	Self	1—trust	natural	learning.”	(medium	agency)	

o AIR:	“Recognize	reframing,	surface	ego	descriptions,	and	teach	distinctions.”	
(high	agency,	systemic	application).	

	

3.	Positioning	

• AIR	can	be	positioned	as	a	general	theory	of	interpretive	distortion	that	extends	
Kahneman’s	universality	(all	humans	distort	automatically)	and	adopts	Gallwey’s	
practicality	(there	are	concrete	ways	to	work	with	it).	

• In	effect:	

o Kahneman	tells	us	why	humans	err.	

o Gallwey	tells	us	how	to	unblock	performance.	

o AIR	tells	us	how	meaning	is	reshaped	in	communication,	and	how	to	intervene	
to	realign	it.	

In Summation 
Automatic	Interpretive	Reframing	(AIR)	extends	Kahneman’s	account	of	fast,	unconscious	
cognition	and	Gallwey’s	account	of	inner	interference	by	showing	that	meaning	is	
structurally	reshaped	in	communication	through	unconscious	ego	descriptions.	Kahneman	
diagnoses	bias	but	offers	little	remedy;	Gallwey	provides	tools	but	in	narrow	performance	
contexts.	AIR	generalizes	the	mechanism:	every	act	of	listening	involves	reframing,	
patterned	by	ego	descriptions.	This	makes	AIR	both	explanatory—why	miscommunication	
is	the	norm	rather	than	the	exception—and	prescriptive,	offering	a	framework	for	coaching,	
leadership,	and	organizational	change	that	systematically	surfaces	and	expands	interpretive	
capacity.	
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Addendum: Contrasting AIR with Kahneman’s System 1 
	

I	asked	ChatGPT	to	contrast	Automatic	Interpretive	Reframing	with	Kahneman’s	System	1	
and	how	they	both	describe	different	aspects	of	how	the	mind	works	in	its	automatic	mode.	
And	to	consider	another	aspect	of	this	-	how	people	are	driven	by	the	subconscious.		

Here’s	its	response.	

	

1.	Automatic	Interpretive	Reframing	(AIR)	vs	System	1	

Daniel	Kahneman’s	System	1	describes	a	mode	of	cognition:	

• Fast	
• Automatic	
• Effortless	
• Pattern-matching	
• Emotionally	tinged	
• Largely	inaccessible	to	introspection	

It	answers	the	question:	
“How	does	the	mind	operate	by	default?”	

Automatic	Interpretive	Reframing	answers	a	different	question:	
“What	does	that	default	mode	do	in	conversation	and	meaning-making?”	

AIR	is	not	a	cognitive	system;	it’s	a	phenomenon	that	emerges	when	System	1	
encounters	language.	

You	could	say:	

• System	1	is	the	engine	
• AIR	is	one	of	its	most	consequential	behaviors	

System	1	does	many	things:	

• Snap	judgments	
• Heuristics	
• Emotional	tagging	
• Threat	detection	
• Pattern	completion	

AIR	is	specifically:	
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The	near-instant	re-mapping	of	someone	else’s	words	into	the	listener’s	existing	mental	
models.	

That’s	a	narrower—but	extremely	important—slice.	

	

2.	Why	AIR	Is	Not	Just	“System	1	at	Work”	

Here’s	the	key	distinction	that	matters	for	coaching,	leadership,	and	systems	thinking:	

• System	1	can	operate	without	language	
• AIR	requires	language	or	symbolic	meaning	

AIR	is	where:	

• Mental	models	
• Prior	experience	
• Identity	
• Role-based	assumptions	
• Emotional	memory	

collide	with	words	

That’s	why:	

• Two	people	can	hear	the	same	sentence	and	“understand”	entirely	different	
things	

• Clarification	often	fails	(because	it’s	also	reframed)	
• Expertise	gaps	feel	like	disagreement	instead	of	misalignment	

Kahneman	doesn’t	go	there.	He’s	not	focused	on	shared	meaning.	AIR	is.	

	

3.	The	Missing	Piece	You’re	Pointing	Toward:	Subconscious	Drivers	

Yes—there’s	another	layer	underneath	both.	

If	System	1	is	how	the	mind	works	automatically,	and	AIR	is	what	it	does	with	meaning,	then	
subconscious	drivers	are	why	it	does	it	the	way	it	does.	

This	includes:	

• Emotional	memory	
• Threat	conditioning	
• Status	sensitivity	
• Identity	protection	
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• Learned	success/failure	patterns	
• Trauma	(mild	or	severe)	
• Organizational	imprinting	(“how	things	really	work	here”)	

Most	reframing	is	not	neutral.	

It	is	motivated.	

People	are	not	just	interpreting	automatically—they	are:	

• Protecting	themselves	
• Preserving	coherence	
• Avoiding	cognitive	or	emotional	dissonance	
• Maintaining	a	stable	sense	of	competence	or	authority	

That’s	why	AIR	is	often	defensive	reframing,	even	when	nothing	overtly	threatening	was	
said.	

	

4.	A	Useful	Stack	(Proposed	Framing)	

If	I	were	to	stack	these	cleanly:	

1. Subconscious	drivers	
What	the	system	is	trying	to	preserve	or	avoid	

2. System	1	cognition	
How	fast,	automatic	processing	happens	

3. Automatic	Interpretive	Reframing	
What	happens	to	meaning	in	conversation	

System	1	provides	speed.	
Subconscious	drivers	provide	direction.	
AIR	provides	distortion.	

	

5.	Why	This	Matters	(and	Why	Your	Framing	Is	Important)	

Most	improvement	methods	assume:	

“If	we	explain	it	better,	people	will	understand.”	

But	AIR	+	subconscious	drivers	explain	why:	

• Better	explanations	often	increase	resistance	
• Data	strengthens	existing	beliefs	
• People	sincerely	believe	they	“get	it”	when	they	don’t	
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• Misalignment	persists	even	among	well-intentioned	experts	

Your	contribution	here	is	naming	something	situational,	observable,	and	coachable,	
rather	than	leaving	it	as	a	vague	“bias”	problem.	

	

6.	A	Sharp	Way	to	Say	It	(Candidate	Language)	

You	might	consider	something	like:	

System	1	explains	how	the	mind	processes	information	automatically.	Automatic	Interpretive	
Reframing	explains	what	happens	to	meaning	when	that	automatic	processing	encounters	
language—especially	across	differences	in	role,	experience,	or	worldview.	Subconscious	drivers	
determine	which	interpretations	feel	safe,	familiar,	or	true.	

That	positions	AIR	as:	

• Complementary	to	Kahneman	
• Not	derivative	
• Directly	actionable	in	leadership	and	coaching	

.	

	

	


