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INTRODUCTION

One day, my students sat me down and ordered matthis book. They wanted
people to be able to use our work to make theaslibetter. It was something I'd wanted to do
for a long time, but it became my number one piyori

My work is part of a tradition in psychology treitows the power of people’s beliefs.
These may be beliefs we're aware of or unawarbudfthey strongly affect what we want and
whether we succeed in getting it. This traditicspagdhows how changing people’s beliefs—even
the simplest beliefs—can have profound effects.

In this book, you'll learn how a simple belief atbyourself—a belief we discovered in
our research—qguides a large part of your life alet fit permeatesverypart of your life. Much
of what you think of as your personality actualtg\ys out of this “mindset.” Much of what may
be preventing you from fulfilling your potentialaws out of it.

No book has ever explained this mindset and shmeaple how to make use of it in their
lives. You'll suddenly understand the greats—inghreences and arts, in sports, and in
business—and the would-have-beens. You’'ll undedsyanr mate, your boss, your friends, your
kids. You'll see how to unleash your potential—awodr children’s.

It is my privilege to share my findings with ydBeesides accounts of people from my
research, I've filled each chapter with storieshhdpped from the headlines and based on my
own life and experience, so you can see the miadsetction. (In most cases, names and
personal information have been changed to pressrerymity; in some cases, several people
have been condensed into one to make a clearer panmumber of the exchanges are re-created
from memory, and | have rendered them to the Hestyability.)

At the end of each chapter and throughout theclapter, | show you ways to apply the
lessons—ways to recognize the mindset that is ggigour life, to understand how it works, and
to change it if you wish.

A little note about grammar. | know it and | lokgbut | haven’t always followed it in
this book. | start sentences wihds andbuts. | end sentences with prepositions. | use thebplu
theyin contexts that require the singuke or shel’'ve done this for informality and immediacy,
and | hope that the sticklers will forgive me.

I'd like to take this chance to thank all of theople who made my research and this book
possible. My students have made my research carammplete joy. | hope they've learned as
much from me as I've learned from them. I'd ald@ lio thank the organizations that supported
our research: the William T. Grant Foundation, Kagional Science Foundation, the Department
of Education, the National Institute of Mental Hbathe National Institute of Child Health and
Human Development, and the Spencer Foundation.

The people at Random House have been the mostragoog team | could wish for:
Webster Younce, Daniel Menaker, Tom Perry, andtmoball, Caroline Sutton, my editor. Your
excitement about my book and your great suggeshiaus made all the difference. | thank my
superb agent, Giles Anderson, as well as Heidi Goauputting me in touch with him.

Thanks to all the people who gave me input andifaek, but special thanks to Polly
Shulman, Richard Dweck, and Maryann Peshkin far #densive and insightful comments.
Finally, | thank my husband, David, for the lovelanthusiasm that give my life an extra
dimension. His support throughout this project weaisaordinary.

My work has been about growth, and it has helpstef my own growth. It is my wish
that it will do the same for you.



Chapter 1

THE MINDSETS

When | was a young researcher, just starting omtetluing happened that changed my
life. | was obsessed with understanding how peoppe with failures, and | decided to study it
by watching how students grapple with hard probleBas| brought children one at a time to a
room in their school, made them comfortable, amth tave them a series of puzzles to solve.
The first ones were fairly easy, but the next omere hard. As the students grunted, perspired,
and toiled, | watched their strategies and probkdtihey were thinking and feeling. | expected
differences among children in how they coped whth difficulty, but | saw something | never
expected.

Confronted with the hard puzzles, one ten-yearbolyg pulled up his chair, rubbed his
hands together, smacked his lips, and cried olbv8 a challenge!” Another, sweating away on
these puzzles, looked up with a pleased expressidrsaid with authority, “You know, | was
hopingthis would be informative!”

What's wrong with themPwondered. | always thought you coped with faglor you
didn’t cope with failure. | never thought anydogedfailure. Were these alien children or were
they on to something?

Everyone has a role model, someone who pointed/idélyeat a critical moment in their
lives. These children were my role models. Theyialsly knew something | didn’t and | was
determined to figure it out—to understand the lofidhindset that could turn a failure into a gift.

What did they know? They knew that human qualisegh as intellectual skills, could
be cultivated through effort. And that’s what thvegre doing—qgetting smarter. Not only weren’t
they discouraged by failure, they didn’t even thinky were failing. They thought they were
learning.

[, on the other hand, thought human qualities vearged in stone. You were smart or
you weren’t, and failure meant you weren’t. It what simple. If you could arrange successes
and avoid failures (at all costs), you could stamag. Struggles, mistakes, perseverance were just
not part of this picture.

Whether human qualities are things that can bevetéd or things that are carved in
stone is an old issue. What these beliefs meayoiolis a new one: What are the consequences
of thinking that your intelligence or personalisysomething you can develop, as opposed to
something that is a fixed, deep-seated trait? lfgsslook in on the age-old, fiercely waged
debate about human nature and then return to #siqn of what these beliefs mean for you.

WHY DO PEOPLE DIFFER?

Since the dawn of time, people have thought difidy, acted differently, and fared
differently from each other. It was guaranteed smaheone would ask the question of why
people differed—why some people are smarter or mamal—and whether there was
something that made them permanently differentelsdined up on both sides. Some claimed
that there was a strong physical basis for theéereinces, making them unavoidable and
unalterable. Through the ages, these alleged pydiiterences have included bumps on the
skull (phrenology), the size and shape of the gkuéniology), and, today, genes.

Others pointed to the strong differences in pésglackgrounds, experiences, training,
or ways of learning. It may surprise you to knowatta big champion of this view was Alfred
Binet, the inventor of the 1Q test. Wasn't the K3ttmeant to summarize children’s
unchangeable intelligence? In fact, no. Binet,enEhman working in Paris in the early



twentieth century, designed this test to identtiyjdren who were not profiting from the Paris
public schoolsso that new educational programs could be desigoegkt them back on track.
Without denying individual differences in childrerintellects, he believed that education and
practice could bring about fundamental changentgiligence. Here is a quote from one of his
major booksModern Ideas About Childrem which he summarizes his work with hundreds of
children with learning difficulties:

A few modern philosophers . . . assert that arviddal’s intelligence is a fixed quantity, a
guantity which cannot be increased. We must pratedtreact against this brutal pessimism. . . .
With practice, training, and above all, method,manage to increase our attention, our memory,
our judgment and literally to become more inteligthan we were before.

Who's right? Today most experts agree that it'seither—or. It's not naturer nurture,
genesor environment. From conception on, there’s a congae and take between the two. In
fact, as Gilbert Gottlieb, an eminent neurosci¢ngist it, not only do genes and environment
cooperate as we develop, but gerezplire input from the environment to work properly.

At the same time, scientists are learning thapjgebave more capacity for lifelong
learning and brain development than they ever thoudf course, each person has a unique
genetic endowment. People may start with diffetemperaments and different aptitudes, but it
is clear that experience, training, and persorfattetiake them the rest of the way. Robert
Sternberg, the present-day guru of intelligenc&eathat the major factor in whether people
achieve expertise “is not some fixed prior abilliyt purposeful engagement.” Or, as his
forerunner Binet recognized, it's not always thegle who start out the smartest who end up the
smartest.

WHAT DOES ALL THIS MEAN FOR YOU? THE TWO MINDSETS

It's one thing to have pundits spouting their apns about scientific issues. It's another
thing to understand how these views apply to you.tiwenty years, my research has shown that
the view you adopt for yoursglfofoundly affects the way you lead your lifec#in determine
whether you become the person you want to be amthe&hyou accomplish the things you
value. How does this happen? How can a simplefdediee the power to transform your
psychology and, as a result, your life?

Believing that your qualities are carved in storiefixed mindset-ereates an urgency
to prove yourself over and over. If you have onbedain amount of intelligence, a certain
personality, and a certain moral character—wedintilou’d better prove that you have a healthy
dose of them. It simply wouldn’t do to look or fekdficient in these most basic characteristics.

Some of us are trained in this mindset from afyeaye. Even as a child, | was focused
on being smart, but the fixed mindset was realiymgted in by Mrs. Wilson, my sixth-grade
teacher. Unlike Alfred Binet, she believed thatglets 1Q scores told the whole story of who
they were. We were seated around the room in 1@rpeshd only the highest-1Q students could
be trusted to carry the flag, clap the erasertala a note to the principal. Aside from the daily
stomachaches she provoked with her judgmental stshe was creating a mindset in which
everyone in the class had one consuming goal—Ilow«ts don’t look dumb. Who cared about
or enjoyed learning when our whole being was &estvery time she gave us a test or called on
us in class?

I've seen so many people with this one consumog gf proving themselves—in the
classroom, in their careers, and in their relatigqps Every situation calls for a confirmation of
their intelligence, personality, or character. Bygituation is evaluatedVill | succeed or fail?



Will I look smart or dumb? Will | be accepted ojaeted? Will | feel like a winner or a loser?

But doesn’t our society value intelligence, pesdity, and character? Isn’t it normal to
want these traits? Yes, but . . .

There’s another mindset in which these traitsnatesimply a hand you're dealt and have
to live with, always trying to convince yourselfcaathers that you have a royal flush when
you're secretly worried it's a pair of tens. Inglmindset, the hand you're dealt is just the
starting point for development. Thgsowth mindseis based on the belief that your basic
gualities are things you can cultivate through yeffiorts. Although people may differ in every
which way—in their initial talents and aptitudestarests, or temperaments—everyone can
change and grow through application and experience.

Do people with this mindset believe that anyoneloa anything, that anyone with proper
motivation or education can become Einstein or IBaetn? No, but they believe that a person’s
true potential is unknown (and unknowable); thatiihpossible to foresee what can be
accomplished with years of passion, toil, and trgn

Did you know that Darwin and Tolstoy were consatkordinary children? That Ben
Hogan, one of the greatest golfers of all time, e@®pletely uncoordinated and graceless as a
child? That the photographer Cindy Sherman, whddeas on virtually every list of the most
important artists of the twentieth centuigiled her first photography course? That Geraldine
Page, one of our greatest actresses, was adviggebtd up for lack of talent?

You can see how the belief that cherished qualdan be developed creates a passion for
learning. Why waste time proving over and over lgreat you are, when you could be getting
better? Why hide deficiencies instead of overcontimegn? Why look for friends or partners who
will just shore up your self-esteem instead of onks will also challenge you to grow? And
why seek out the tried and true, instead of expegas that will stretch you? The passion for
stretching yourself and sticking to it, even (opegally) when it's not going well, is the
hallmark of the growth mindset. This is the mindbett allows people to thrive during some of
the most challenging times in their lives.

A VIEW FROM THE TWO MINDSETS

To give you a better sense of how the two mindsetk, imagine—as vividly as you
can—that you are a young adult having a reallydsad
One day, you go to a class that is really importaryou and that you like a lot. The professor
returns the midterm papers to the class. You got.ayou're very disappointed. That evening
on the way back to your home, you find that youjetten a parking ticket. Being really
frustrated, you call your best friend to share yexperience but are sort of brushed off.

What would you think? What would you feel? Whatubyou do?

When | asked people with the fixed mindset, thiwhat they said: “I'd feel like a
reject.” “I'm a total failure.” “I'm an idiot.” “I'm a loser.” “I'd feel worthless and
dumb—everyone’s better than me.” “I'm slime.” Irhet words, they’d see what happened as a
direct measure of their competence and worth.

This is what they'd think about their lives: “Myd is pitiful.” “I have no life.”
“*Somebody upstairs doesn’t like me.” “The worldist to get me.” “Someone is out to destroy
me.” “Nobody loves me, everybody hates me.” “Launfair and all efforts are useless.” “Life
stinks. I'm stupid. Nothing good ever happens to’rfian the most unlucky person on this
earth.”

Excuse me, was there death and destruction, bajgsade, a ticket, and a bad phone



call?

Are these just people with low self-esteem? Od-@arrying pessimists? No. When they
aren’t coping with failure, they feel just as woridind optimistic—and bright and attractive—as
people with the growth mindset.

So how would they cope? “l wouldn’t bother to patmuch time and effort into doing
well in anything.” (In other words, don’t let any®measure you again.) “Do nothing.” “Stay in
bed.” “Get drunk.” “Eat.” “Yell at someone if | gatchance to.” “Eat chocolate.” “Listen to
music and pout.” “Go into my closet and sit ther@®ick a fight with somebody.” “Cry.” “Break
something.” “What is there to do?”

What is there to doYou know, when | wrote the vignette, | intentidgahade the grade
a C+, not an F. It was a midterm rather than d.fihavas a parking ticket, not a car wreck. They
were “sort of brushed off,” not rejected outrigRbthing catastrophic or irreversible happened.
Yet from this raw material the fixed mindset crektiee feeling of utter failure and paralysis.

When | gave people with the growth mindset theesaignette, here’s what they said.
They'd think:

“I need to try harder in class, be more carefuémparking the car, and wonder if my
friend had a bad day.”

“The C+ would tell me that I'd have to work a lmrder in the class, but | have the rest
of the semester to pull up my grade.”

There were many, many more like this, but | thyok get the idea. Now, how would
they cope? Directly.

“I'd start thinking about studying harder (or syuthy in a different way) for my next test
in that class, I'd pay the ticket, and I'd workrigs out with my best friend the next time we
speak.”

“I'd look at what was wrong on my exam, resolveltobetter, pay my parking ticket, and
call my friend to tell her | was upset the day lvefd

“Work hard on my next paper, speak to the teadtemore careful where | park or
contest the ticket, and find out what's wrong witly friend.”

You don't have to have one mindset or the othdretapset. Who wouldn’t be? Things
like a poor grade or a rebuff from a friend or Idvenhe—these are not fun events. No one was
smacking their lips with relish. Yet those peopi&wthe growth mindset were not labeling
themselves and throwing up their hands. Even tholugi felt distressed, they were ready to
take the risks, confront the challenges, and keafking at them.

SO, WHAT'S NEW?

Is this such a novel idea? We have lots of saytihgsstress the importance of risk and
the power of persistence, such as “Nothing venturething gained” and “If at first you don’t
succeed, try, try again” or “Rome wasn't built iday.” (By the way, | was delighted to learn
that the Italians have the same expression.) Vghatlly amazing is that people with the fixed
mindset would not agree. For them, it's “Nothingteed, nothing lost.” “If at first you don’t
succeed, you probably don’t have the ability.”Ridme wasn’t built in a day, maybe it wasn't
meant to be.” In other words, risk and effort ave things that might reveal your inadequacies
and show that you were not up to the task. In féststartling to see the degree to which people
with the fixed mindset do not believe in effort.

What's also new is that people’s ideas aboutaist effort grow out of their more basic
mindset. It's not just that some people happertognize the value of challenging themselves
and the importance of effort. Our research has shtbat thiscomes directlyrom the growth



mindset. When we teach people the growth mindsé#t,it8 focus on development, these ideas
about challenge and effort follow. Similarly, it®t just that some people happen to dislike
challenge and effort. When we (temporarily) putgleon a fixed mindset, with its focus on
permanent traits, they quickly fear challenge agnhtlie effort.

We often see books with titles likdne Ten Secrets of the World’s Most Successful
Peoplecrowding the shelves of bookstores, and thesedoaly give many useful tips. But
they’re usually a list of unconnected pointerse [fRake more risks!” or “Believe in yourself!”
While you're left admiring people who can do thasg never clear how these things fit together
or how you could ever become that way. So you'spiired for a few days, but basically the
world’s most successful people still have theirstc

Instead, as you begin to understand the fixedgao@th mindsets, you will see exactly
how one thing leads to another—how a belief thair yualities are carved in stone leads to a
host of thoughts and actions, and how a beliefybat qualities can be cultivated leads to a host
of different thoughts and actions, taking you damrentirely different road. It's what we
psychologists call aAha! experience. Not only have | seen this in my redeahen we teach
people a new mindset, but | get letters all theettrom people who have read my work.

They recognize themselves: “As | read your artidieerally found myself saying over
and over again, ‘This is me, this is me!’ ” Theg dke connections: “Your article completely
blew me away. | felt | had discovered the secrehefuniverse!” They feel their mindsets
reorienting: “I can certainly report a kind of pengl revolution happening in my own thinking,
and this is an exciting feeling.” And they can this new thinking into practice for themselves
andothers: “Your work has allowed me to transformwork with children and see education
through a different lens,” or “I just wanted to {&tu know what an impact—on a personal and
practical level—your outstanding research has batidindreds of students.”

SELF-INSIGHT: WHO HAS ACCURATE VIEWS OF THEIR ASSET S AND
LIMITATIONS?

Well, maybe the people with the growth mindset'tithink they're Einstein or
Beethoven, but aren’t they more likely to haveatd#t views of their abilities and try for things
they're not capable of? In fact, studies show feaple are terrible at estimating their abilities.
Recently, we set out to see who is most likelyddtds. Sure, we found that people greatly
misestimated their performance and their abiByt it was those with the fixed mindset who
accounted for almost all the inaccuradyhe people with the growth mindset were amazingly
accurate.

When you think about it, this makes sense. Ig lifose with the growth mindset, you
believe you can develop yourself, then you're ofmeaccurate information about your current
abilities, even if it's unflattering. What's moriéyou’re oriented toward learning, as they are,
you needaccurate information about your current abilitiresrder to learn effectively. However,
if everything is either good news or bad news alyout precious traits—as it is with
fixed-mindset people—distortion almost inevitabhters the picture. Some outcomes are
magnified, others are explained away, and befovekymw it you don’t know yourself at all.

Howard Gardner, in his bodkxtraordinary Mindsconcluded that exceptional
individuals have “a special talent for identifyitigeir own strengths and weaknesses.” It's
interesting that those with the growth mindset sézhmave that talent.

WHAT'S IN STORE

The other thing exceptional people seem to hagesizecial talent for converting life’s
setbacks into future successes. Creativity resessaoncur. In a poll of 143 creativity



researchers, there was wide agreement about theemone ingredient in creative achievement.
And it was exactly the kind of perseverance andieese produced by the growth mindset.

You may be asking againlow can one belief lead to all this—the love ofllgmge,
belief in effort, resilience in the face of sett|aknd greater (more creative!) successthe
chapters that follow, you'll see exactly how thagppens: how the mindsets change what people
strive for and what they see as success. How thayge the definition, significance, and impact
of failure. And how they change the deepest meaoirgffort. You’'ll see how these mindsets
play out in school, in sports, in the workplaced amrelationships. You'll see where they come
from and how they can be changed.

Grow Your MindsetWhich mindset do you have? Answer these questibosta
intelligence. Read each statement and decide whgtliemostly agree with it or disagree with
it.
1. our intelligence is something very basic about §f@t you can’'t change very muéh. ou
can learn new things, but you can’t really change mtelligent you are3. o matter how much
intelligence you have, you can always change ieqaibit.4. ou can always substantially
change how intelligent you are.
Questions 1 and 2 are the fixed-mindset questiQosstions 3 and 4 reflect the growth mindset.
Which mindset did you agree with more? You can b@&dure, but most people lean toward one
or the other.You also have beliefs about otheitedsl You could substitute “artistic talent,”
“sports ability,” or “business skill” for “intellignce.” Try it.It's not only your abilities; it's yo
personal qualities too. Look at these statemerdatgiersonality and character and decide
whether you mostly agree or mostly disagree wittheme.
1. ou are a certain kind of person, and there ismath that can be done to really change that.
2. o0 matter what kind of person you are, you caragsrxchange substantialy. ou can do
things differently, but the important parts of wymu are can’t really be changet. ou can
always change basic things about the kind of peysorare.
Here, questions 1 and 3 are the fixed-mindset guressand questions 2 and 4 reflect the growth
mindset. Which did you agree with more?Did it diffieem your intelligence mindset? It can.
Your “intelligence mindset” comes into play whetustions involve mental ability.Your
“personality mindset” comes into play in situatidhat involve your personal qualities—for
example, how dependable, cooperative, caring, @akp skilled you are. The fixed mindset
makes you concerned with how you’ll be judged;ghmnvth mindset makes you concerned with
improving.Here are some more ways to think abouidsets:
* hink about someone you know who is steepedarfiged mindset. Think about how they’re
always trying to prove themselves and how theygessensitive about being wrong or making
mistakes. Did you ever wonder why they were thig2v@Are you this way?) Now you can begin
to understand why.e hink about someone you know istskilled in the growth
mindset—someone who understands that importanitiggatan be cultivated. Think about the
ways they confront obstacles. Think about the thingy do to stretch themselves. What are
some ways you might like to change or stretch yatits kay, now imagine you've decided to
learn a new language and you've signed up forsscla few sessions into the course, the
instructor calls you to the front of the room atatts throwing questions at you one after
another.Put yourself in a fixed mindset. Your a&piis on the line. Can you feel everyone’s eyes
on you? Can you see the instructor’s face evalgatiu? Feel the tension, feel your ego bristle
and waver. What else are you thinking and feelirg/®dut yourself in a growth mindset.
You're a novice—that's why you're here. You're héodearn. The teacher is a resource for



learning. Feel the tension leave you; feel yourdrpen up.The message is: You can change
your mindset.

Chapter 2

INSIDE THE MINDSETS

When | was a young woman, | wanted a prince-likeemdery handsome, very
successful. A big cheese. | wanted a glamorougcdsat nothing too hard or risky. And |
wanted it all to come to me as validation of wiveals.

It would be many years before | was satisfietbtlggreat guy, but he was a work in
progress. | have a great career, but boy, isanstant challenge. Nothing was easy. So why am
| satisfied? | changed my mindset.

| changed it because of my work. One day my detstiudent, Mary Bandura, and |
were trying to understand why some students wecasght up in proving their ability, while
others could just let go and learn. Suddenly wizethat there wergvo meanings to ability,
not one: a fixed ability that needs to be prover a changeable ability that can be developed
through learning.

That’'s how the mindsets were born. | knew instawthich one | had. | realized why I'd
always been so concerned about mistakes and mil&rel | recognized for the first time that |
had a choice.

When you enter a mindset, you enter a new wanldne world—the world of fixed
traits—success is about proving you're smart art@d. Validating yourself. In the other—the
world of changing qualities—it’s about stretchinguyself to learn something new. Developing
yourself.

In one world, failure is about having a setbackttdg a bad grade. Losing a tournament.
Getting fired. Getting rejected. It means you'ré simart or talented. In the other world, failure
is about not growing. Not reaching for the thingsi yalue. It means you're not fulfilling your
potential.

In one world, effort is a bad thing. It, like faik, means you’re not smart or talented. If
you were, you wouldn’t need effort. In the otherrldpeffort is whatmakesyou smart or
talented.

You have a choice. Mindsets are just beliefs. Tlegyowerful beliefs, but they’re just
something in your mind, and you can change youdmis you read, think about where you’d
like to go and which mindset will take you there.

IS SUCCESS ABOUT LEARNING—OR PROVING YOU'RE SMART?

Benjamin Barber, an eminent sociologist, once,saion’t divide the world into the
weak and the strong, or the successes and thesfilu . | divide the world into the learners
and nonlearners.

What on earth would make someone a nonlearnen¥&weis born with an intense drive
to learn. Infants stretch their skills daily. Nasj ordinary skills, but the most difficult taskiseo
lifetime, like learning to walk and talk. They nedecide it's too hard or not worth the effort.
Babies don’t worry about making mistakes or hurhiigithemselves. They walk, they fall, they
get up. They just barge forward.

What could put an end to this exuberant learnifig? fixed mindset. As soon as children
become able to evaluate themselves, some of theamgeafraid of challenges. They become
afraid of not being smart. | have studied thousarigseople from preschoolers on, and it's



breathtaking how many reject an opportunity torlear

We offered four-year-olds a choice: They couldorad easy jigsaw puzzle or they could
try a harder one. Even at this tender age, childiémthe fixed mindset—the ones who believed
in fixed traits—stuck with the safe one. Kids whe Aorn smart “don’t do mistakes,” they told
us.

Children with the growth mindset—the ones whodadd you could get
smarter—thought it was a strange chold#y are you asking me this, lady? Why would anyone
want to keep doing the same puzzle over and ocMeey chose one hard one after another. “I'm
dyingto figure them out!” exclaimed one little girl.

So children with the fixed mindset want to makeeghey succeed. Smart people should
always succeed. But for children with the growtimdsiet, success is about stretching
themselves. It's about becoming smarter.

One seventh-grade girl summed it up. “I think lidence is something you have to work
for...itisn’t just given to you. . .. Mostds, if they’re not sure of an answer, will not eis
their hand to answer the question. But what | Ugut is raise my hand, because if I'm wrong,
then my mistake will be corrected. Or | will raisgy hand and say, ‘How would this be solved?’
or ‘I don’t get this. Can you help me?’ Just byrapthat I'm increasing my intelligence.”

Beyond Puzzles

It's one thing to pass up a puzzle. It's anotlgodss up an opportunity that's important
to your future. To see if this would happen, wektadvantage of an unusual situation. At the
University of Hong Kong, everything is in Englidblasses are in English, textbooks are in
English, and exams are in English. But some stsdehb enter the university are not fluent in
English, so it would make sense for them to do $bimg about it in a hurry.

As students arrived to register for their freshrypaar, we knew which ones were not
skilled in English. And we asked them a key questibthe faculty offered a course for students
who need to improve their English skills, would ytake it?

We also measured their mindset. We did this byngshem how much they agreed with
statements like this: “You have a certain amounht#ligence, and you can't really do much to
change it.” People who agree with this kind ofesta¢nt have a fixed mindset.

Those who have a growth mindset agree that: “Yasuatways substantially change how
intelligent you are.”

Later, we looked at who said yes to the Englislre®e. Students with the growth mindset
said an emphatic yes. But those with the fixed s@dvere not very interested.

Believing that success is about learning, studeiitsthe growth mindset seized the
chance. But those with the fixed mindset didn’t wanexpose their deficiencies. Instead, to feel
smart in the short run, they were willing to putittcollege careers at risk.

This is how the fixed mindset makes people intolearners.

Brain Waves Tell the Story

You can even see the difference in people’s braves. People with both mindsets came
into our brain-wave lab at Columbia. As they an®addrard questions and got feedback, we
were curious about when their brain waves wouldistieem to be interested and attentive.

People with a fixed mindset were only interestégemwthe feedback reflected on their
ability. Their brain waves showed them paying clagention when they were told whether their
answers were right or wrong.

But when they were presented with information ttatld help them learn, there was no
sign of interest. Even when they’d gotten an answeng, they were not interested in learning



what the right answer was.

Only people with a growth mindset paid close ditento information that could stretch
their knowledge. Only for them was learning a ptyor

What's Your Priority?

If you had to choose, which would it be? Loadswicess and validation or lots of
challenge?

It's not just on intellectual tasks that peopled&o make these choices. People also have
to decide what kinds of relationships they waneothat bolster their egos or ones that
challenge them to grow? Who is your ideal mate?pdtehis question to young adults, and
here’s what they told us.

People with the fixed mindset said the ideal matald:

Put them on a pedestal.

Make them feel perfect.

Worship them.

In other words, the perfect mate would enshrimdr tixed qualities. My husband says
that he used to feel this way, that he wanted ttheeod of a one-person (his partner’s) religion.
Fortunately, he chucked this idea before he met me.

People with the growth mindset hoped for a diifiéilend of partner. They said their
ideal mate was someone who would:

See their faults and help them to work on them.

Challenge them to become a better person.

Encourage them to learn new things.

Certainly, they didn’t want people who would pmk them or undermine their
self-esteem, but they did want people who wouldeiotheir development. They didn’'t assume
they were fully evolved, flawless beings who hathimgy more to learn.

Are you already thinkindJh-oh, what if two people with different mindsess gpgether?

A growth-mindset woman tells about her marriage foxed-mindset man:

| had barely gotten all the rice out of my hair whdegan to realize | made a big mistake. Every
time | said something like “Why don’t we try to gat a little more?” or “I'd like it if you
consulted me before making decisions,” he was deteas Then instead of talking about the
issue | raised, I'd have to spend literally an heyrairing the damage and making him feel good
again. Plus he would then run to the phone tolialinother, who always showered him with the
constant adoration he seemed to need. We wereybattg and new at marriage. | just wanted to
communicate.

So the husband’s idea of a successful relatiorstopal, uncritical acceptance—was not
the wife’s. And the wife’s idea of a successfubltanship—confronting problems—was not the
husband’s. One person’s growth was the other p&rsightmare.

CEO Disease

Speaking of reigning from atop a pedestal and wwgrib be seen as perfect, you won't
be surprised that this is often called “CEO dis€dsee lacocca had a bad case of it. After his
initial success as head of Chrysler Motors, lacdooked remarkably like our four-year-olds
with the fixed mindset. He kept bringing out thengacar models over and over with only
superficial changes. Unfortunately, they were medel one wanted anymore.

Meanwhile, Japanese companies were completelykatly what cars should look like
and how they should run. We know how this turned ©he Japanese cars rapidly swept the



market.

CEOs face this choice all the time. Should thayfrmmt their shortcomings or should
they create a world where they have none? Lee taccltose the latter. He surrounded himself
with worshipers, exiled the critics—and quicklytesuch with where his field was going. Lee
lacocca had become a nonlearner.

But not everyone catches CEO disease. Many ggadets confront their shortcomings
on a regular basis. Darwin Smith, looking back ndxtraordinary performance at
Kimberly-Clark, declared, “I never stopped tryirglte qualified for the job.” These men, like
the Hong Kong students with the growth mindsetenestopped taking the remedial course.

CEOs face another dilemma. They can choose shontgtrategies that boost the
company’s stock and make themselves look like leer®e they can work for long-term
improvement—risking Wall Street’s disapproval asythay the foundation for the health and
growth of the company over the longer haul.

Albert Dunlap, a self-professed fixed mindsettexs brought in to turn around Sunbeam.
He chose the short-term strategy of looking likeeeo to Wall Street. The stock soared but the
company fell apart.

Lou Gerstner, an avowed growth mindsetter, wdsdah to turn around IBM. As he set
about the enormous task of overhauling IBM cultmd policies, stock prices were stagnant and
Wall Street sneered. They called him a failureei fears later, however, IBM was leading its
field again.

Stretching

People in a growth mindset don'’t justekchallenge, they thrive on it. The bigger the
challenge, the more they stretch. And nowhere ttha seen more clearly than in the world of
sports. You can just watch people stretch and grow.

Mia Hamm, the greatest female soccer star ofihe, tsays it straight out. “All my life
I've been playing up, meaning I've challenged miyaath players older, bigger, more skillful,
more experienced—in short, better than me.” Finstgayed with her older brother. Then at ten,
she joined the eleven-year-old boys’ team. Thertlstev herself into the number one college
team in the United States. “Each day | attemptquldap up to their level . . . and | was
improving faster than | ever dreamed possible.”

Patricia Miranda was a chubby, unathletic highostikid who wanted to wrestle. After a
bad beating on the mat, she was told, “You're & jokirst she cried, then she felt: “That really
set my resolve . . . | had to keep going and hdaheav if effort and focus and belief and training
could somehow legitimize me as a wrestler.” Whedestie get this resolve?

Miranda was raised in a life devoid of challengat when her mother died of an
aneurysm at age forty, ten-year-old Miranda cameitipa principle. “When you're lying on
your deathbed, one of the cool things to say igally explored myself.” This sense of urgency
was instilled when my mom died. If you only go thgbh life doing stuff that's easy, shame on
you.” So when wrestling presented a challengewsdgeready to take it on.

Her effort paid off. At twenty-four, Miranda wasving the last laugh. She won the spot
for her weight group on the U.S. Olympic team aache home from Athens with a bronze
medal. And what was next? Yale Law School. Peoglediher to stay where she was already on
top, but Miranda felt it was more exciting to starthe bottom again and see what she could
grow into this time.

Stretching Beyond the Possible

Sometimes people with the growth mindset stretelmselves so far that they do the



impossible. In 1995, Christopher Reeve, the agtas thrown from a horse. His neck was
broken, his spinal cord was severed from his biead, he was completely paralyzed below the
neck. Medical science saifip sorry. Come to terms with it.

Reeve, however, started a demanding exercisegrotrat involved moving all parts of
his paralyzed body with the help of electrical stiation. Whycouldn’t he learn to move again?
Why couldn’t his brain once again give commands tiigbody would obey? Doctors warned
that he was in denial and was setting himself ugliigappointment. They had seen this before
and it was a bad sign for his adjustment. ButJyealhat else was Reeve doing with his time?
Was there a better project?

Five years later, Reeve started to regain moverk@st it happened in his hands, then
his arms, then legs, and then torso. He was fan rored, but brain scans showed that his brain
was once more sending signals to his body thabdkg was responding to. Not only did Reeve
stretch his abilities, he changed the entire wagnee thinks about the nervous system and its
potential for recovery. In doing so, he opened ale/mew vista for research and a whole new
avenue of hope for people with spinal cord injuries

Thriving on the Sure Thing

Clearly, people with the growth mindset thrive whbey’re stretching themselves. When
do people with the fixed mindset thrive? When tkiage safely within their grasp. If things get
too challenging—when they’re not feeling smartalented—they lose interest.

| watched it happen as we followed pre-med stugigmbugh their first semester of
chemistry. For many students, this is what thegdihave led up to: becoming a doctor. And this
is the course that decides who gets to be oneoriesheck of a hard course, too. The average
grade on each exam is C+, for students who'veyaetn anything less than an A.

Most students started out pretty interested imusiey. Yet over the semester, something
happened. Students with the fixed mindset stayiedastednly when they did well right away.
Those who found it difficult showed a big drop neir interest and enjoyment. If it wasn't a
testimony to their intelligence, they couldn’t enjo

“The harder it gets,” reported one student, “trererl have to force myself to read the
book and study for the tests. | was excited abbetustry before, but now every time | think
about it, | get a bad feeling in my stomach.”

In contrast, students with the growth mindset icr@d to show the same high level of
interest even when they found the work very chaileg. “It's a lot more difficult for me than |
thought it would be, but it's what | want to do, tbat only makes me more determined. When
they tell me I can't, it really gets me going.” @lkage and interest went hand in hand.

We saw the same thing in younger students. We fifivgraders intriguing puzzles,
which they all loved. But when we made them hardeitdren with the fixed mindset showed a
big plunge in enjoyment. They also changed themdsiabout taking some home to practice.
“It's okay, you can keep them. | already have tHdibbed one child. In fact, they couldn’t run
from them fast enough.

This was just as true for children who were thstiIpeizzle solvers. Having “puzzle
talent” did not prevent the decline.

Children with the growth mindset, on the otherdhasouldn’t tear themselves away from
the hard problems. These were their favorites hase were the ones they wanted to take home.
“Could you write down the name of these puzzlesg ohild asked, “so my mom can buy me
some more when these ones run out?”

Not long ago | was interested to read about MaBemyonova, a great Russian dancer



and teacher, who devised a novel way of selectargtudents. It was a clever test for mindset.
As a former student tells it, “Her students firavh to survive a trial period while she watches to
see how you react to praise and to correction. & Inasre responsive to the correction are
deemed worthy.”

In other words, she separates the ones who getith# from what's easy—what
they've already mastered—from those who get theill from what’s hard.

I'll never forget the first time | heard myselfysdThis is hard. This is fun.” That's the
moment | knew | was changing mindsets.

When Do You Feel Smart: When You're Flawless or Wh¥ou're Learning?

The plot is about to thicken, for in the fixed méet it's not enough just to succeed. It's
not enough just to look smart and talented. Yowehawbe pretty much flawless. And you have
to be flawless right away.

We asked people, ranging from grade schoolerstog adults, “When do you feel
smart?” The differences were striking. People i fixed mindset said:

“It's when | don’t make any mistakes.”

“When | finish something fast and it's perfect.”

“When something is easy for me, but other peoplétdo it.”

It's about being perfect right now. But peoplehnilhe growth mindset said:

“When it's really hard, and I try really hard, ahdan do something | couldn’t do
before.”

Or “[When] | work on something a long time anddrs to figure it out.”

For them it's not about immediate perfection. #lsut learning something over time:
confronting a challenge and making progress.

If You Have Ability, Why Should You Need Learning?

Actually, people with the fixed mindset expectligypto show up on its own, before any
learning takes place. After all, if you have it yiloave it, and if you don’t you don't. | see thi§ al
the time.

Out of all the applicants from all over the wontdy department at Columbia admitted six
new graduate students a year. They all had amézshgcores, nearly perfect grades, and rave
recommendations from eminent scholars. Moreoves'thbeen courted by the top grad schools.

It took one day for some of them to feel like cdetg imposters. Yesterday they were
hotshots; today they're failures. Here’s what haggpdhey look at the faculty with our long list
of publications. “Oh my God, | can’t do that.” Thiepk at the advanced students who are
submitting articles for publication and writing gtgroposals. “Oh my God, | can’t do that.”
They know how to take tests and get A’s but they'tdmow how to dahis—yet. They forget
theyet.

Isn’t that what school is for, to teach? Theyhere to learn how to do these things, not
because they already know everything.

| wonder if this is what happened to Janet Coaglc Stephen Glass. They were both
young reporters who skyrocketed to the top—on &albeid articles. Janet Cooke won a Pulitzer
Prize for heWashington Posrticles about an eight-year-old boy who was @ @madict. The
boy did not exist, and she was later stripped ofnee. Stephen Glass was the whiz kid'bé
New Republicwho seemed to have stories and sources reportlyrsli@am of. The sources did
not exist and the stories were not true.

Did Janet Cooke and Stephen Glass need to becpadiet away? Did they feel that
admitting ignorance would discredit them with thestleagues? Did they feel they should



already be like the big-time reporters before thiglythe hard work of learning how? “We were
stars—precocious stars,” wrote Stephen Glass, tlaatdvas what mattered.” The public
understands them as cheats, and cheat they did.uBderstand them as talented young
people—desperate young people—who succumbed faréissures of the fixed mindset.

There was a saying in the 1960s that went: “Bengrs better than being.” The fixed
mindset does not allow people the luxury of becagnifhey have to already be.

A Test Score Is Forever

Let’s take a closer look at why, in the fixed ngied it's so crucial to be perfect right
now. It's because one test—or one evaluation—caasare you forever.

Twenty years ago, at the age of five, Loretta laedfamily came to the United States. A
few days later, her mother took her to her new skhehere they promptly gave her a test. The
next thing she knew, she was in her kindergartassetbut it was not the Eaglethe elite
kindergarten class.

As time passed, however, Loretta was transfeodldde Eagles and she remained with
that group of students until the end of high schgainering a bundle of academic prizes along
the way. Yet she never felt she belonged.

That first test, she was convinced, diagnosediked ability and said that she was not a
true Eagle. Never mind that she had been five yadrand had just made a radical change to a
new country. Or that maybe there hadn’'t been raothe Eagles for a while. Or that maybe the
school decided she would have an easier transitiarmore low-key class. There are so many
ways to understand what happened and what it mgafdrtunately, she chose the wrong one.
For in the world of the fixed mindset, there isway tobecomean Eagle. If you were a true
Eagle, you would have aced the test and been hasleth Eagle at once.

Is Loretta a rare case, or is this kind of thimkmore common than we realize?

To find out, we showed fifth graders a closed baetd box and told them it had a test
inside. This test, we said, measured an importardd ability. We told them nothing more.
Then we asked them questions about the test. Westyanted to make sure that they’'d accepted
our description, so we asked them: How much dotlok this test measures an important
school ability? All of them had taken our word for

Next we asked: Do you think this test meast@s smart you arg2 And: Do you think
this test measurd®ow smart you’ll be when you grow?up

Students with the growth mindset had taken oudtioat the test measured an important
ability, but they didn’t think it measured h@martthey were. And they certainly didn’t think it
would tell them how smart they'd be when they grgw In fact, one of them told us, “No way!
Ain’t no test can do that.”

But the students with the fixed mindset didn’t giynbelieve the test could measure an
important ability. They also believed—just as sgigr—that it could measure how smart they
were.And how smart they’d be when they grew up.

They granted one test the power to measure thest basic intelligence now and
forever. They gave this test the power to defirmrthThat’'s why every success is so important.

Another Look at Potential

This leads us back to the idea of “potential” &mthe question of whether tests or
experts can tell us what our potential is, whatreveapable of, what our future will be. The
fixed mindset says yes. You can simply measurdixbd ability right now and project it into the
future. Just give the test or ask the expert. ystat ball needed.

So common is the belief that potential can be kmaght now that Joseph P. Kennedy



felt confident in telling Morton Downey Jr. that i®uld be a failure. What had Downey—Iater
a famous television personality and author—done9,W& had worn red socks and brown shoes
to the Stork Club.

“Morton,” Kennedy told him, “I don’t know anybodive ever met in my life wearing
red socks and brown shoes who ever succeeded. Yoanglet me tell you now, you do stand
out, but you don’t stand out in a way that peopiléever admire you.”

Many of the most accomplished people of our eneewensidered by experts to have no
future. Jackson Pollock, Marcel Proust, Elvis RrgsRay Charles, Lucille Ball, and Charles
Darwin were all thought to have little potentiaf their chosen fields. And in some of these
cases, it may well have been true that they dicstaotd out from the crowd early on.

But isn’t potential someone’s capacitydeveloptheir skills with effort over time? And
that’s just the point. How can we know where effortd time will take someone? Who
knows—maybe the experts were right about Jacksamnc@ll Elvis, Ray, Lucille, and
Charles—in terms of their skills at the time. Maybey were not yet the people they were to
become.

| once went to an exhibit in London of Paul Cézsmarly paintings. On my way there,
I wondered who Cézanne was and what his paintirege like before he was the painter we
know today. | was intensely curious because Cézmnoee of my favorite artists and the man
who set the stage for much of modern art. Here’atwfound: Some of the paintings were
pretty bad. They were overwrought scenes, somentiolvith amateurishly painted people.
Although there were some paintings that foreshadaWe later Cézanne, many did not. Was the
early Cézanne not talented? Or did it just take tior Cézanne to become Cézanne?

People with the growth mindset know that it talie® for potential to flower. Recently,
| got an angry letter from a teacher who had taka of our surveys. The survey portrays a
hypothetical student, Jennifer, who had gotten&%ent on a math exam. It then asks teachers
to tell us how they would treat her.

Teachers with the fixed mindset were more tharphap answer our questions. They felt
that by knowing Jennifer’s score, they had a gaatss of who she was and what she was
capable of. Their recommendations abounded. Mrdamm by contrast, was fuming. Here’s
what he wrote.To Whom It May Concern:Having comgdethe educator’s portion of your
recent survey, | must request that my results lokudrd from the study. | feel that the study
itself is scientifically unsound. . . .Unfortunatethe test uses a faulty premise, asking teachers
to make assumptions about a given student basadtbing more than a number on a page. . ..
Performance cannot be based on one assessmentaiioot determine the slope of a line given
only one point, as there is no line to begin witsingle point in time does not show trends,
improvement, lack of effort, or mathematical alilit. .Sincerely,

Michael D. Riordan

| was delighted with Mr. Riordan’s critique andutdn’t have agreed with it more. An
assessment at one point in time has little valu@foerstanding someone’s ability, let alone
their potential to succeed in the future.

It was disturbing how many teachers thought otiernand that was the point of our
study.

The idea that one evaluation can measure youdotiswhat creates the urgency for
those with the fixed mindset. That's why they maistceed perfectly and immediately. Who can
afford the luxury of trying to grow when everythiiggon the line right now?

Is there another way to judge potential? NASA titdiso. When they were soliciting



applications for astronauts, they rejected peojille pure histories of success and instead
selected people who had had significant failuresl@munced back from them. Jack Welch, the
celebrated CEO of General Electric, chose execsitivethe basis of “runway,” their capacity for
growth. And remember Marina Semyonova, the famdétitaacher, who chose the students
who were energized by criticism. They were all ¢8jeg the idea of fixed ability and selecting
instead for mindset.

Proving You're Special

When people with the fixed mindset opt for sucaeas growth, what are thegally
trying to prove? That they're special. Even superio

When we asked them, “When do you feel smart?” anynof them talked about times
they felt like a special person, someone who wHerdnt from and better than other people.

Until I discovered the mindsets and how they warkgo, thought of myself as more
talented than others, maybe even more worthy thi@r®because of my endowments. The
scariest thought, which | rarely entertained, wessgossibility of being ordinary. This kind of
thinking led me to need constant validation. Evasnment, every look was meaningful—it
registered on my intelligence scorecard, my aitraness scorecard, my likability scorecard. If a
day went well, | could bask in my high numbers.

One bitter cold winter night, | went to the op€efaat night, the opera was everything
you hope for, and everyone stayed until the vedr~enot just the end of the opera, but through
all the curtain calls. Then we all poured into stxeet, and we all wanted taxis. | remember it
clearly. It was after midnight, it was seven degrébere was a strong wind, and, as time went
on, | became more and more miserable. There | paaspf an undifferentiated crowd. What
chance did | have? Suddenly, a taxi pulled up nighit to me. The handle of the back door lined
up perfectly with my hand, and as | entered, threediannounced, “You were different.” | lived
for these moments. Not only was | special. It cdadddetected from a distance.

The self-esteem movement encourages this kinkirmfihg and has even invented
devices to help you confirm your superiority. |eaty came across an ad for such a product.
Two of my friends send me an illustrated list egelr of the top ten things theydn’t get me
for Christmas. From January through November, tigycandidate items from catalogs or
download them from the Internet. In December, thedgct the winners. One of my all-time
favorites is the pocket toilet, which you fold updareturn to your pocket after using. This year
my favorite was the | LOVE ME mirror, a mirror witiLOVE ME in huge capital letters written
across the bottom half. By looking into it, you Gminister the message to yourself and not
wait for the outside world to announce your spe&ss.

Of course, the mirror is harmless enough. Thelprolis wherspecialbegins to mean
better than othersA more valuable human being. A superior personeAtitled person.

Special, Superior, Entitled

John McEnroe had a fixed mindset: He believedttiant was all. He did not love to
learn. He did not thrive on challenges; when thiagigot rough, he often folded. As a result, by
his own admission, he did not fulfill his potential

But his talent was so great that he was the numbetennis player in the world for four
years. Here he tells us what it was like to be remaloe.

McEnroe used sawdust to absorb the sweat on hdstauring a match. This time the
sawdust was not to his liking, so he went ovehtdan of sawdust and knocked it over with his
racket. His agent, Gary, came dashing over todundvhat was wrong.

“You call that sawdust?” | said. | was actuallyesoming at him: The sawdust was ground too



fine! “This looks like rat poison. Can't you getydhing right?” So Gary ran out and, twenty
minutes later, came back with a fresh can of co@ae&dust . . . and twenty dollars less in his
pocket: He'd had to pay a union employee to gripéuwo-by-four. This is what it was like to
be number one.

He goes on to tell us about how he once threwlugvar a dignified Japanese lady who
was hosting him. The next day she bowed, apologizédm, and presented him with a gift.
“This,” McEnroe proclaims, “is also what it waséito be number one.”

“Everything was aboutou . . .'Did you get everything you need? Is everythingydka
We’'ll pay you this, we’ll do that, we’ll kiss youdrehind.” You only have to do what you want;
your reaction to anything else is, ‘Get the hell @uhere.” For a long time | didn’t mind it a bit.
Would you?”

So let’s see. If you're successful, you're betien other people. You get to abuse them
and have them grovel. In the fixed mindset, thishat can pass for self-esteem.

As a contrast, let's look at Michael Jordan—growtimded athlete par
excellence—whose greatness is regularly proclaibyetthe world: “Superman,” “God in
person,” “Jesus in tennis shoes.” If anyone hasome¢o think of himself as special, it's he. But
here’s what he said when his return to basketlaléed a huge commotion: “I was shocked with
the level of intensity my coming back to the gameated. . . . People were praising me like |
was a religious cult or something. That was verpamassing. I'm a human being like everyone
else.”

Jordan knew how hard he had worked to developltilgies. He was a person who had
struggled and grown, not a person who was inheréetiter than others.

Tom Wolfe, inThe Right Stuffdescribes the elite military pilots who eagerlybeate the
fixed mindset. Having passed one rigorous test aftether, they think of themselves as special,
as people who were born smarter and braver thamr pdople. But Chuck Yeager, the hero of
The Right Stuffpegged to differ. “There is no such thing as aradtborn pilot. Whatever my
aptitude or talents, becoming a proficient pilosvirard work, really a lifetime’s learning
experience. . . . The best pilots fly more thandtiers; that's why they're the best.” Like
Michael Jordan, he was a human being. He jusichiedthimself farther than most.

In summary, people who believe in fixed traitd f&@ urgency to succeed, and when they
do, they may feel more than pride. They may fesdr@se of superiority, since success means that
their fixed traits are better than other people’s.

However, lurking behind that self-esteem of tbxedi mindset is a simple question: If
you're somebodyvhen you're successful, what are you when youreugcessful?

MINDSETS CHANGE THE MEANING OF FAILURE

The Martins worshiped their three-year-old Rolaed always bragged about his feats.
There had never been a child as bright and creasitheirs. Then Robert did something
unforgivable—he didn’t get into the number one pheml in New York. After that, the Martins
cooled toward him. They didn’t talk about him tlare way, and they didn’t treat him with the
same pride and affection. He was no longer thdiramt little Robert. He was someone who had
discredited himself and shamed them. At the teaderof three, he was a failure.

As aNew York Timeatrticle points out, failure has been transformedifan action (I
failed) to an identity (I am a failure). This igpesially true in the fixed mindset.

When | was a child, I, too, worried about meefRapert’s fate. In sixth grade, | was the
best speller in my school. The principal wantedtango to a citywide competition, but | refused.



In ninth grade, | excelled in French, and my teaetented me to enter a citywide competition.
Again, | refused. Why would | risk turning from acgess into a failure? From a winner into a
loser?

Ernie Els, the great golfer, worried about this.tBls finally won a major tournament
after a five-year dry spell, in which match afteatoh slipped away from him. What if he had
lost this tournament, too? “I would have been &diint person,” he tells us. He would have
been a loser.

Each April when the skinny envelopes—the rejecteters—arrive from colleges,
countless failures are created coast to coast.sEmals of brilliant young scholars become “The
Girl Who Didn’'t Get into Princeton” or the “The Ba’ho Didn’t Get into Stanford.”

Defining Moments

Even in the growth mindset, failure can be a pdiekperience. But it doesn’t define
you. It's a problem to be faced, dealt with, arathed from.

Jim Marshall, former defensive player for the Mesota Vikings, relates what could
easily have made him into a failure. In a gameragdhe San Francisco 49ers, Marshall spotted
the football on the ground. He scooped it up amdfoaa touchdown as the crowd cheered. But
he ran the wrong way. He scored for the wrong taathon national television.

It was the most devastating moment of his lifee Thame was overpowering. But during
halftime, he thought, “If you make a mistake, yat tp make it right. | realized | had a choice. |
could sit in my misery or | could do something abibt Pulling himself together for the second
half, he played some of his best football ever @mtributed to his team’s victory.

Nor did he stop there. He spoke to groups. He arexhetters that poured in from people
who finally had the courage to admit their own skarexperiences. He heightened his
concentration during games. Instead of lettingetkygerience define him, he took control of it.
He usedit to become a better player and, he believesttetperson.

In the fixed mindset, however, the loss of onel$ ® failure can be a permanent,
haunting trauma. Bernard Loiseau was one of thehefs in the world. Only a handful of
restaurants in all of France receive the supremiregraf three stars from tHguide Michelinthe
most respected restaurant guide in Europe. Hisowaf them. Around the publication of the
2003Guide Michelinjhowever, Mr. Loiseau committed suicide. He had tea® points in
another guide, going from a nineteen (out of twetdya seventeen in ti@aultMillau. And
there were rampant rumors that he would lose omesahree stars in the ne@Buide.Although
he did not, the idea of failure had possessed him.

Loiseau had been a pioneer. He was one of thediedvance the “nouvelle cuisine,”
trading the traditional butter and cream saucdsench cooking for the brighter flavors of the
foods themselves. A man of tremendous energy, Isealga an entrepreneur. Besides his
three-star restaurant in Burgundy, he had creaiee eateries in Paris, numerous cookbooks,
and a line of frozen foods. “I'm like Yves Sainturant,” he told people. “I do both haute
couture and ready-to-wear.”

A man of such talent and originality could easigve planned for a satisfying future,
with or without the two points or the third stam.fact, the director of th&aultMillau said it was
unimaginable that their rating could have takenlifes But in the fixed mindset, is imaginable.
Their lower rating gave him a new definition of tseff: Failure. Has-been.

It's striking what counts as failure in the fixedndset. So, on a lighter note . . .

My Success Is Your Failure

Last summer my husband and | went to a dude raachething very novel since neither



of us had ever made contact with a horse. Onewdagigned up for a lesson in fly fishing. It
was taught by a wonderful eighty-year-old cowboyetyisherman who showed us how to cast
the fishing line, and then turned us loose.

We soon realized that he had not taught us hawdognize when the trout bit the lure
(they don’t tug on the line; you have to watchddvue in the water), what to do when the trout
bit the lure (tug upward), or how to reel the trouif by some miracle we got that far (pull the
fish along the water; do not hoist it into the aijell, time passed, the mosquitoes bit, but not so
the trout. None of the dozen or so of us madeltgbtest progress. Suddenly, | hit the jackpot.
Some careless trout bit hard on my lure and theefrean, who happened to be right there,
talked me through the rest. | had me a rainbowttrou

Reaction #1: My husband, David, came running &eaming with pride and saying,
“Life with you is so exciting!”

Reaction #2: That evening when we came into thaandiroom for dinner, two men came
up to my husband and said, “David, how're you cgpirDavid looked at them blankly; he had
no idea what they were talking about. Of courseita’t. He was the one who thought my
catching the fish was exciting. But | knew exaetlyat they meant. They had expected him to
feel diminished, and they went on to make it ctbat that's exactly what my success had done
to them.

Shirk, Cheat, Blame: Not a Recipe for Success

Beyond how traumatic a setback can be in the fmediset, this mindset gives you no
good recipe for overcoming it. If failure means yack competence or potential—that yane a
failure—where do you go from there?

In one study, seventh graders told us how theyavaspond to an academic failure—a
poor test grade in a new course. Those with thevtranindset, no big surprise, said they would
study harder for the next test. But those withftked mindset said they would stuthssfor the
next test. If you don’t have the ability, why wagtaur time? And, they said, they would
seriously consider cheating! If you don’t have #ifdity, they thought, you just have to look for
another way.

What's more, instead of trying to learn from aegair their failures, people with the
fixed mindset may simply try to repair their setfteem. For example, they may go looking for
people who are even worse off than they are.

College students, after doing poorly on a testevgeven a chance to look at tests of
other students. Those in the growth mindset loatdtle tests of people who had done far better
than they had. As usual, they wanted to corredt thegiciency. But students in the fixed mindset
chose to look at the tests of people who had deaky poorly. That was their way of feeling
better about themselves.

Jim Collins tells inGood to Greabf a similar thing in the corporate world. As Reyc&
Gamble surged into the paper goods business, Bapdar—which was then the leader—just
gave up. Instead of mobilizing themselves and pgttip a fight, they said, “Oh, well . . . at least
there are people in the business worse off thaare/é

Another way people with the fixed mindset try épair their self-esteem after a failure is
by assigning blame or making excuses. Let’s retmdohn McEnroe.

It was never his fault. One time he lost a matetalise he had a fever. One time he had a
backache. One time he fell victim to expectati@mther time to the tabloids. One time he lost
to a friend because the friend was in love and agnwt. One time he ate too close to the match.
One time he was too chunky, another time too fime time it was too cold, another time too



hot. One time he was undertrained, another timetianeed.

His most agonizing loss, and the one that staideshim up nights, was his loss in the
1984 French Open. Why did he lose after leading lvendl two sets to none? According to
McEnroe, it wasn’t his fault. An NBC cameraman haken off his headset and a noise started
coming from the side of the court.

Not his fault. So he didn’t train to improve hisildy to concentrate or his emotional
control.

John Wooden, the legendary basketball coach,ygayaren’t a failure until you start to
blame. What he means is that you can still beerptiocess of learning from your mistakes until
you deny them.

When Enron, the energy giant, failed—toppled leylkkure of arrogance—whose fault
was it? Not mine, insisted Jeffrey Skilling, the @ENd resident genius. It was the world’s fault.
The world did not appreciate what Enron was trymgo. What about the Justice Department’s
investigation into massive corporate deception®Ach hunt.”

Jack Welch, the growth-minded CEO, had a completélerent reaction to one of
General Electric’s fiascos. In 1986, General Elediought Kidder, Peabody, a Wall Street
investment banking firm. Soon after the deal clogédder, Peabody was hit with a big insider
trading scandal. A few years later, calamity stragkin in the form of Joseph Jett, a trader who
made a bunch of fictitious trades, to the tunewfdreds of millions, to pump up his bonus.
Welch phoned fourteen of his top GE colleaguegltdtiem the bad news and to apologize
personally. “I blamed myself for the disaster,” \3rekaid.

Mindset and Depression

Maybe Bernard Loiseau, the French chef, was jegtessed. Were you thinking that?

As a psychologist and an educator, | am vitaltgrested in depression. It runs wild on
college campuses, especially in February and Mdaich.winter is not over, the summer is not in
sight, work has piled up, and relationships areroftayed. Yet it's been clear to me for a long
time that different students handle depressiorramatically different ways. Some let
everything slide. Others, though feeling wretcheahg on. They drag themselves to class, keep
up with their work, and take care of themselves-thst when they feel better, their lives are
intact.

Not long ago, we decided to see whether minddatseprole in this difference. To find
out, we measured students’ mindsets and then lead kibep an online “diary” for three weeks
in February and March. Every day they answeredtmrssabout their mood, their activities,
and how they were coping with problems. Here’s wiraidiscovered.

First, the students with the fixed mindset hadchbigevels of depression. Our analyses
showed that this was because they ruminated oeergloblems and setbacks, essentially
tormenting themselves with the idea that the sé&tbawant they were incompetent or unworthy:
“It just kept circulating in my head: You're a dop8 just couldn’t let go of the thought that this
made me less of a man.” Again, failures labeledithed left them no route to success.

And the more depressed they felt, the more thiethiegs go; the less they took action to
solve their problems. For example, they didn’t gtudhat they needed to, they didn’t hand in
their assignments on time, and they didn’t keepvitp their chores.

Although students with the fixed mindset showedargepression, there were still plenty
of people with the growth mindset who felt prettiserable, this being peak season for
depression. And here we saw something really argaZimemoredepressed people with the
growth mindset felt, thenorethey took action to confront their problems, therethey made



sure to keep up with their schoolwork, andtiherethey kept up with their lives. The worse they
felt, the more determined they became!

In fact, from the way they acted, it might haveméard to know how despondent they
were. Here is a story a young man told me.
| was a freshman and it was the first time | hagnb@wvay from home. Everyone was a stranger,
the courses were hard, and as the year wore dinnhéee and more depressed. Eventually, it
reached a point where | could hardly get out of inetie morning. But every day | forced
myself to get up, shower, shave, and do whateweast| needed to do. One day | really hit a
low point and | decided to ask for help, so | wenthe teaching assistant in my psychology
course and asked for her advice.“Are you goingaotar lasses?” she asked.“Yes,” | replied."Are
you keeping up with your reading?™Yes.”™Are youidg okay on your exams?™Yes.”™Well,”
she informed me, “then you’re not depressed.”

Yes, he was depressed, but he was coping the @aplein the growth mindset tend to
cope—with determination.

Doesn’t temperament have a lot to do with it? Areome people sensitive by nature,
while others just let things roll off their backE@mperament certainly plays a role, but mindset
is the most important part of the story. Whentaugghtpeople the growth mindset, it completely
changed the way they reacted to their depressed.nmib@ worse they felt, the more motivated
they became and the more they confronted the prabtkat faced them.

In short, when people believe in fixed traits ytlage always in danger of being measured
by a failure. It can define them in a permanent v@&yart or talented as they may be, this
mindset seems to rob them of their coping resources

When people believe their basic qualities candeslbped, failures may still hurt, but
failures don’t define them. And if abilities can &gpanded—if change and growth are
possible—then there are still many paths to success

MINDSETS CHANGE THE MEANING OF EFFORT

As children, we were given a choice between tlentad but erratic hare and the
plodding but steady tortoise. The lesson was suggptisbe that slow and steady wins the race.
But, really, did any of us ever want to be thedime?

No, we just wanted to be a less foolish hare. Vated to be swift as the wind and a bit
more strategic—say, not taking quite so many srobeéore the finish line. After all, everyone
knows you have to show up in order to win.

The story of the tortoise and the hare, in trfmgut forward the power of effort, gave
effort a bad name. It reinforced the image thatréfs for the plodders and suggested that in rare
instances, when talented people dropped the balplodder could sneak through.

The little engine that could, the saggy, baggpledst, and the scruffy tugboat—they
were cute, they were often overmatched, and we hegopy for them when they succeeded. In
fact, to this day | remember how fond | was of thbtlle creatures (or machines), but no way
did I identify with them. The message was: If yeumfortunate enough to be the runt of the
litter—if you lack endowment—you don’t have to beter failure. You can be a sweet,
adorable little slogger, and maybe (if you reallyrivat it and withstand all the scornful
onlookers) even a success.

Thank you very much, I'll take the endowment.

The problem was that these stories made it inteittver—or. Either you have ability
you expend effort. And this is part of the fixednaiget. Effort is for those who don’t have the



ability. People with the fixed mindset tell us, $ibu have to work at something, you must not be
good at it.” They add, “Things come easily to peowho are true geniuses.”
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| was a young assistant professor in the psyclyaliegartment at the University of
lllinois. Late one night, | was passing the psyolggl building and noticed that the lights were on
in some faculty offices. Some of my colleagues weoeking late.They must not be as smart as
I am, | thought to myself.

It never occurred to me that they might be justraart and more hardworking! For me it
was either—or. And it was clear | valued the eithnvgr the or.

Malcolm Gladwell, the author ariddew Y orkemriter, has suggested that as a society we
value natural, effortless accomplishment over aahigent through effort. We endow our heroes
with superhuman abilities that led them inevitatolyard their greatness. It's as if Midori
popped out of the womb fiddling, Michael Jordanrdyj and Picasso doodling. This captures the
fixed mindset perfectly. And it's everywhere.

A report from researchers at Duke University sauaid alarm about the anxiety and
depression among female undergraduates who aspiefdrtless perfection.” They believe
they should display perfect beauty, perfect womadhand perfect scholarship all without
trying (or at least without appearing to try).

Americans aren’t the only people who disdain e¢ffBrench executive Pierre Chevalier
says, “We are not a nation of effort. After allydu have savoir-faire [a mixture of know-how
and cool], you do things effortlessly.”

People with the growth mindset, however, beliawaeathing very different. For them,
even geniuses have to work hard for their achiemsn@&nd what's so heroic, they would say,
about having a gift? They may appreciate endownreritthey admire effort, for no matter what
your ability is, effort is what ignites that abyliand turns it into accomplishment.

Seabiscuit

Here was a horse who was so broken, he was suppmbe put to sleep. In fact, here
was a whole team of people—the jockey, the owmhertrainer—who were damaged in one way
or another. Yet through their dogged determinasiod against all odds, they transformed
themselves into winners. A down-and-out nation gas/horse and rider as a symbol of what
could be accomplished through grit and spirit.

Equally moving is the parallel story ab&gabiscuis author, Laura Hillenbrand. Felled
in her college years by severe, recurrent chratigde that never went away, she was often
unable to function. Yet something in the storyha# thorse who could” gripped and inspired her,
so that she was able to write a heartfelt, magitistory about the triumph of will. The book
was a testament to Seabiscuit’s triumph and her, egually.

Seen through the lens of the growth mindset, thesatories about the transformative
power of effort—the power of effort to change yaiility and to change you as a person. But




filtered through the fixed mindset, it's a greairgtabout three men and a horse, all with
deficiencies, whiadto try very hard.

High Effort: The Big Risk

From the point of view of the fixed mindset, etfte only for people with deficiencies.
And when people already know they’re deficientythave nothing to lose by trying. But if your
claim to fame is not having any deficiencies—if yewconsidered a genius, a talent, or a
natural—then you have a lot to lose. Effort caduceyou.

Nadja Salerno-Sonnenberg made her violin dehilieshige of ten with the Philadelphia
Orchestra. Yet when she arrived at Juilliard talgtwith Dorothy Delay, the great violin
teacher, she had a repertoire of awful habits.fidgerings and bowings were awkward and she
held her violin in the wrong position, but she s&d to change. After several years, she saw the
other students catching up and even surpassinghey her late teens she had a crisis of
confidence. “l was used to success, to the proldiiggl in newspapers, and now | felt like a
failure.”

This prodigy was afraid of trying. “Everything las going through boiled down to fear.
Fear of trying and failing. . . . If you go to andition and don’t really try, if you're not really
prepared, if you didn’t work as hard as you coudgehand you don’t win, you have an excuse. . .
. Nothing is harder than saying, ‘I gave it myaalld it wasn’t good enough.’”

The idea of trying and still failing—of leaving yself without excuses—is the worst
fear within the fixed mindset, and it haunted aadapyzed her. She had even stopped bringing
her violin to her lesson!

Then, one day, after years of patience and uratetstg, DelLay told her, “Listen, if you
don’t bring your violin next week, I'm throwing ycaut of my class.” Salerno-Sonnenberg
thought she was joking, but DelLay rose from thechaand calmly informed her, “I'm not
kidding. If you are going to waste your talentohtt want to be a part of it. This has gone on
long enough.”

Why is effort so terrifying?

There are two reasons. One is that in the fixewlset, great geniuses are not supposed
to need it. So just needing it casts a shadow oin gbility. The second is that, as Nadja
suggests, it robs you of all your excuses. Witledtdrt, you can always say, “I could have
been fill in the blank].” But once you trgou can't say that anymore. Someone once said to
me, “I could have been Yo-Yo Ma.” If she had reatigd for it, she wouldn’t have been able to
say that.

Salerno-Sonnenberg was terrified of losing DelStye finally decided that trying and
failing—an honest failure—was better than the cewwise had been on, and so she began training
with DelLay for an upcoming competition. For thesfitime she went all out, and, by the way,
won. Now she says, “This is something | know fdaet: You have to work hardest for the
things you love most. And when it's music you loyeu’re in for the fight of your life.”

Fear of effort can happen in relationships, t@at did with Amanda, a dynamic and
attractive young woman.
| had a lot of crazy boyfriends. A lot. They rangsazm unreliable to inconsiderate. “How about
a nice guy for once?” my best friend Carla alwagid slt was like, “You deserve better.”So then
Carla fixed me up with Rob, a guy from her offieg was great, and not just on day one. | loved
it. It was like, “Oh, my God, a guy who actuallyosts up on time.” Then it became serious and |
freaked. | mean, this guy really liked me, but lilcim’t stop thinking about how, if he really
knew me, he might get turned off. | mean, whatrédlly, really tried and it didn’t work? | guess



| couldn’t take that risk.

Low Effort: The Big Risk

In the growth mindset, it's almost inconceivaldentant something badly, to think you
have a chance to achieve it, and then do nothingtab When it happens, theould have been
is heartbreaking, not comforting.

There were few American women in the 1930s thral@F0s who were more successful
than Clare Boothe Luce. She was a famous authoplaydright, she was elected to Congress
twice, and she was ambassador to Italy. “I dordtlyaunderstand the word ‘success,” ” she has
said. “I know people use it about me, but | domtlarstand it.” Her public life and private
tragedies kept her from getting back to her gréddee: writing for the theater. She’d had great
success with plays likEBhe Womerhut it just wouldn’t do for a political figure tceep penning
tart, sexy comedies.

For her, politics did not provide the personabtine effort she valued most, and looking
back she couldn’t forgive herself for not pursulireg passion for theater. “I often thought,” she
said, “that if | were to write an autobiography, titie would beThe Autobiography of a
Failure.”

Billie Jean King says it’s all about what you wamiook back and say. | agree with her.
You can look back and say, “I could have been,” polishing your unused endowments like
trophies. Or you can look back and say, “I gaveathjor the things | valued.” Think about what
you want to look back and say. Then choose youdsan

Turning Knowledge into Action

Sure, people with the fixed mindset have readtheks that say: Success is about being
your best self, not about being better than otHaisire is an opportunity, not a condemnation;
effort is the key to success. But they can’t pig thto practice because their basic
mindset—their belief in fixed traits—is telling tmesomething entirely different: that success
about being more gifted than others, that faillmesmeasure you, and that effort is for those
who can’t make it on talent.

QUESTIONS AND ANSWERS

At this point, you probably have questions. Letsee if | can answer some of
themQuestion: If people believe their qualities areefixand they have shown themselves to be
smart or talented, why do they have to keep proiihgfter all, when the prince proved his
bravery, he and the princess lived happily evesgratide didn’t have to go out and slay a dragon
every day. Why don’t people with the fixed mingsete themselves and then live happily ever
after?

Because every day new and larger dragons comg afuh as things get harder, maybe
the ability they proved yesterday is not up to toslgask. Maybe they were smart enough for
algebra but not calculus. Maybe they were a goadigim pitcher for the minor leagues but not
the majors. Maybe they were a good enough writethfeir school newspaper but nidie New
York Times.

So they're racing to prove themselves over and,due where are they going? To me
they’re often running in place, amassing countéggamations, but not necessarily ending up
where they want to be.

You know those movies where the main characteewalp one day and sees that his life
has not been worthwhile—he has always been begéaple, not growing, learning, or caring.
My favorite isGroundhog Daywhich | didn’t see for a long time because | cottlget past the
name. At any rate, i@roundhog DayBill Murray doesn’t just wake up one day and dpet t



message; he has to repeat the same day over andnivde gets the message.

Phil Connors (Murray) is a weatherman for a I@tation in Pittsburgh who is dispatched
to Punxsutawney, Pennsylvania, to cover the Groogday ceremony. On February 2, a
groundhog is taken out of his little house; if Bgudged to have seen his shadow, there will be
another six weeks of winter. If not, there will e early spring.

Phil, considering himself to be a superior belmags complete contempt for the ceremony,
the town, and the people (“hicks” and “morons”)dafter making that perfectly clear, he plans
to get out of Punxsutawney as quickly as possiig this is not to be. A blizzard hits the town,
he is forced to remain, and when he wakes up tkemerning, it's Groundhog Day again. The
same Sonny and Cher song, “l Got You Babe,” wakasup on the clock radio and the same
groundhog festival is gearing up once again. AreiragAnd again.

At first, he uses the knowledge to further his¢gpagenda, making fools out of other
people. Since he is the only one reliving the da@ycan talk to a woman on one day, and then
use the information to deceive, impress, and seldacéhe next. He is in fixed-mindset heaven.
He can prove his superiority over and over.

But after countless such days, he realizes it'gahg nowhere and he tries to Kkill
himself. He crashes a car, he electrocutes hintseliymps from a steeple, he walks in front of a
truck. With no way out, it finally dawns on him. Kdeuld be using this time to learn. He goes for
piano lessons. He reads voraciously. He learnsdabpting. He finds out about people who need
help that day (a boy who falls from a tree, a m&o whokes on his steak) and starts to help
them, and care about them. Pretty soon the dagti®ng enough! Only when this change of
mindset is complete is he released from the $peadistion: Are mindsets a permanent part of
your makeup or can you change them?

Mindsets are an important part of your personalityt youcanchange them. Just by
knowing about the two mindsets, you can start thigpland reacting in new ways. People tell me
they start to catch themselves when they are ithifoes of the fixed mindset—passing up a
chance for learning, feeling labeled by a failunegetting discouraged when something requires
a lot of effort. And then they switch themselvewithe growth mindset—making sure they take
the challenge, learn from the failure, or contithuar effort. When my graduate students and |
first discovered the mindsets, they would catchimtée fixed mindset and scold me.

It's also important to realize that even if peopée/e a fixed mindset, they're not always
in that mindset. In fact, in many of our studieg mut people into a growth mindset. We tell
them that an ability can be learned and that tble wall give them a chance to do that. Or we
have them read a scientific article that teachemtthe growth mindset. The article describes
people who did not have natural ability, but wheeleped exceptional skills. These experiences
make our research participants into growth-mindhakers, at least for the moment—and they
act like growth-minded thinkers, too.

Later, there’s a chapter all about change. Theestribe people who have changed and
programs we’ve developed to bring about cha@gestion: Can | be half-and-half? | recognize
both mindsets in myself.

Many people have elements of both. I'm talkingwthibas a simple either—or for the
sake of simplicity.

People can also have different mindsets in diffeageas. | might think that my artistic
skills are fixed but that my intelligence can be&eleped. Or that my personality is fixed, but my
creativity can be developed. We've found that whatenindset people have in a particular area
will guide them in that areQuestion: With all your belief in effort, are yoaysng that when



people fall, it's always their fault—they didn'ythard enough?

No! It's true that effort is crucial—no one carcsaed for long without it—but it's
certainly not the only thing. People have differesgources and opportunities. For example,
people with money (or rich parents) have a safety They can take more risks and keep going
longer until they succeed. People with easy adoeagyood education, people with a network of
influential friends, people who know how to belie tright place at the right time—all stand a
better chance of having their effort pay off. Rieducated, connected effort works better.

People with fewer resouces, in spite of their leffetrts, can be derailed so much more
easily. The hometown plant you've worked in allyofir life suddenly shuts down. What now?
Your child falls ill and plunges you into debt. Thegoes the house. Your spouse runs off with
the nest egg and leaves you with the children disd Borget the night school classes.

Before we judge, let’'s remember that effort ispiite everything and that all effort is not
created equaQuestion: You keep talking about how the growthdseh makes people number
one, the best, the most successful. Isn’t the gravindset about personal development, not
besting others?

| use examples of people who made it to the tagghttw how far the growth mindset can
take you: Believing talents can be developed allpaaple to fulfill their potential.

In addition, examples of laid-back people havirgpad time would not be as convincing
to people with a fixed mindset. It doesn’t provaleompelling alternative for them because it
makes it look like a choice between fun and exoekle

However, this point is crucial: The growth minddegesallow people to love what
they’re doing—and to continue to love it in thedaaf difficulties. The growth-minded athletes,
CEOs, musicians, or scientists all loved what ttiiely whereas many of the fixed-minded ones
did not.

Many growth-minded people didn’t even plan to gahte top. They got there as a result
of doing what they love. It's ironic: The top is ade the fixed-mindset people hunger to be, but
it's where many growth-minded people arrive as gitmduct of their enthusiasm for what they
do.

This point is also crucial. In the fixed mindseterything is about the outcome. If you
fail—or if you’re not the best—it’s all been wastdthe growth mindset allows people to value
what they're doingegardless of the outcom&hey’re tackling problems, charting new courses,
working on important issues. Maybe they haven'nidthe cure for cancer, but the search was
deeply meaningful.

A lawyer spent seven years fighting the biggeskhba his state on behalf of people who
felt they’d been cheated. After he lost, he sailht am | to say that just because | spent seven
years on something | am entitled to success? Dalit for the success, or did | do it because |
thought the effort itself was valid?

“I do not regret it. | had to do it. | would noo @ differently.”Question: | know a lot of
workaholics on the fast track who seem to haveedfmindset. They're always trying to prove
how smart they are, but they do work hard and theeyake on challenges. How does this fit with
your idea that people with a fixed mindset go mldéav effort and easy tasks?

On the whole, people with a fixed mindset preférrdess success, since that’s the best
way to prove their talent. But you’re right, thene also plenty of high-powered people who
think their traits are fixed and are looking fonstant validation. These may be people whose
life goal is to win a Nobel Prize or become thdé@st person on the planet—and they're willing
to do what it takes. We’ll meet people like thigle chapter on business and leadership.



These people may be free of the belief that hffgrteequals low ability, but they have
the other parts of the fixed mindset. They may tamtsy put their talent on display. They may
feel that their talent makes them superior to offeple. And they may be intolerant of
mistakes, criticism, or setbacks—something thatr@nper their progress.

Incidentally, people with a growth mindset migldcalike a Nobel Prize or a lot of
money. But they are not seeking it as a validatibtiheir worth or as something that will make
them better than othe@uestion: What if | like my fixed mindset? If | tnewhat my abilities and
talents are, | know where | stand, and | know wibagxpect. Why should | give that up?

If you like it, by all means keep it. This bookos¥s people they have a choice by spelling
out the two mindsets and the worlds they create.dint is that people can choose which world
they want to inhabit.

The fixed mindset creates the feeling that youreatly know the permanent truth about
yourself. And this can be comforting: You don’t kaw try for such-and-such because you don't
have the talent. You will surely succeed at thug-such because you do have the talent.

It's just important to be aware of the drawbackthgs mindset. You may be robbing
yourself of an opportunity by underestimating ytalent in the first area. Or you may be
undermining your chances of success in the sec@adsy assuming that your talent alone will
take you there.

By the way, having a growth mindset doesn’t foyoa to pursue something. It just tells
you that you can develop your skills. It's still tgpyou whether you want Question: Can
everything about people be changed, and shouldlpégpto change everything they can?

The growth mindset is the belief that abilities ¢ cultivated. But it doesn’t tell you
how much change is possible or how long changetak. And it doesn’t mean thewerything,
like preferences or values, can be changed.

| was once in a taxi, and the driver had an oparthe radio. Thinking to start a
conversation, | said, “Do you like opera?” “No,” teplied, “| hate it. I've always hated it.” “|
don’t mean to pry,” | said, “but why are you listeg to it?” He then told me how his father had
been an opera buff, listening to his vintage res@tdevery opportunity. My cabdriver, now well
into middle age, had tried for many years to caliva rapturous response to opera. He played
the disks, he read the scores—all to no avail. éGiwurself a break,” | advised him. “There are
plenty of cultured and intelligent people who catdnd opera. Why don’t you just consider
yourself one of them?”

The growth mindset also doesn’t mean everythiagdan be changedhouldbe
changed. We all need to accept some of our impesfes; especially the ones that don’t really
harm our lives or the lives of others.

The fixed mindset stands in the way of developnaet change. The growth mindset is a
starting point for change, but people need to defod themselves where their efforts toward
change would be most valual@elestion: Are people with the fixed mindset singatiking in
confidence?

No. People with the fixed mindset have just asimanfidence as people with the
growth mindset—before anything happens, that is.a@Buyou can imagine, their confidence is
more fragile since setbacks and even effort caemithe it.

Joseph Martocchio conducted a study of employdmswere taking a short computer
training course. Half of the employees were pu fixed mindset. He told them it was all a
matter of how much ability they possessed. Therdta# were put in a growth mindset. He told
them that computer skills could be developed thihgugctice. Everyone, steeped in these



mindsets, then proceeded with the course.

Although the two groups started off with exacttyual confidence in their computer
skills, by the end of the course they looked qdifeerent. Those in the growth mindset gained
considerable confidence in their computer skillshey learned, despite the many mistakes they
inevitably made. But, because of those mistakesethvith the fixed mindset actualtyst
confidence in their computer skills as they leatned

The same thing happened with Berkeley studenthdril Robins and Jennifer Pals
tracked students at the University of Californi@atkeley over their years of college. They
found that when students had the growth mindsey; ¢fained confidence in themselves as they
repeatedly met and mastered the challenges ofiilversity. However, when students had the
fixed mindset, their confidence eroded in the fatthose same challenges.

That's why people with the fixed mindset have tose their confidence and protect it.
That's what John McEnroe’s excuses were for: tagatchis confidence.

Michelle Wie is a teenage golfer who decided taig@against the big boys. She entered
the Sony Open, a PGA tournament that featuresaberbale players in the world. Coming from
a fixed-mindset perspective, everyone rushed tmar that she could do serious damage to her
confidence if she did poorly—that “taking too maearly lumps against superior competition
could hurt her long-range development.” “It's alwayegative when you don’t win,” warned
Vijay Singh, a prominent golfer on the tour.

But Wie disagreed. She wasn’t going there to grbemconfidence. “Once you win
junior tournaments, it's easy to win multiple tim&ghat I'm doing now is to prepare for the
future.” It's the learning experience she was afteshat it was like to play with the world’s best
players in the atmosphere of a tournament.

After the event, Wie’s confidence had not suffeoee bit. She had exactly what she
wanted. “I think | learned that | can play heré.ill be a long road to the winner’s circle, but
she now had a sense of what she was shooting for.

Some years ago, | got a letter from a world-ctasapetitive swimmer.Dear Professor
Dweck:I've always had a problem with confidence. 8baches always told me to believe in
myself 100%. They told me not to let any doubteenty mind and to think about how I'm
better than everyone else. | couldn’t do it becdusalways so aware of my defects and the
mistakes | make in every meet. Trying to think lsvpeerfect made it even worse. Then | read
your work and how it's so important to focus onrteag and improving. It turned me around.
My defects are things | can work on! Now a mistdkesn’t seem so important. | wanted to
write you this letter for teaching me how to hawaftdence. Thank you.Sincerely,

Mary Williams

A remarkable thing I've learned from my reseacthiat in the growth mindset, you
don’t alwaysneedconfidence.

What | mean is that even when you think you're gadd at something, you can still
plunge into it wholeheartedly and stick to it. Aally, sometimes you plunge into something
becauseyou’re not good at it. This is a wonderful featofehe growth mindset. You don’'t have
to think you're already great at something to wando it and to enjoy doing it.

This book is one of the hardest things I've evanal | read endless books and articles.
The information was overwhelming. I'd never writt@na popular way. It was intimidating.
Does it seem easy for me? Way back when, that'stigxahat | would have wanted you to
think. Now | want you to know the effort it took—@ihe joy it brought.

Grow Your Mindsete eople are all born with a love of learning, the fixed mindset



can undo it. Think of a time you were enjoying stimreg—doing a crossword puzzle, playing a
sport, learning a new dance. Then it became hatgyan wanted out. Maybe you suddenly felt
tired, dizzy, bored, or hungry. Next time this hapg, don't fool yourself. It's the fixed mindset.
Put yourself in a growth mindset. Picture your brf@rming new connections as you meet the
challenge and learn. Keep on going.» t's temptingreate a world in which we’re perfect. (Ah,
I remember that feeling from grade school.) We dawose partners, make friends, hire people
who make us feel faultless. But think about it—a@ao yvant to never grow? Next time you're
tempted to surround yourself with worshipers, gottarch. In the rest of your life, seek
constructive criticism.s s there something in ypast that you think measured you? A test
score? A dishonest or callous action? Being firechfa job? Being rejected? Focus on that
thing. Feel all the emotions that go with it. Nowt ¢ in a growth-mindset perspective. Look
honestly at your role in it, but understand thaloésn’t define your intelligence or personality.
Instead, askwWhat did I( or can |) learn from that experience? How can | use it agsi®for
growth?Carry that with you instead. « ow do you act wigen feel depressed? Do you work
harder at things in your life or do you let then?ddext time you feel low, put yourself in a
growth mindset—think about learning, challenge foaming obstacles. Think about effort as a
positive, constructive force, not as a big drag. iTout.e s there something you've always
wanted to do but were afraid you weren’t good atké/la plan to do it.

Chapter 3

THE TRUTH ABOUT ABILITY AND ACCOMPLISHMENT

Try to picture Thomas Edison as vividly as you cEmnk about where he is and what
he’s doing. Is he alone? | asked people, and tlvegya said things like this:

“He’s in his workshop surrounded by equipment.dHebrking on the phonograph,
trying things. He succeeds! [Is he alone?] Yess leing this stuff alone because he’s the only
one who knows what he’s after.”

“He’s in New Jersey. He’s standing in a white doad lab-type room. He’s leaning over
a lightbulb. Suddenly, it works! [Is he alone?] Ye’s kind of a reclusive guy who likes to
tinker on his own.”

In truth, the record shows quite a different fedlavorking in quite a different way.

Edison was not a loner. For the invention of tgktbulb, he had thirty assistants,
including well-trained scientists, often workingand the clock in a corporate-funded
state-of-the-art laboratory!

It did not happen suddenly. The lightbulb has beethe symbol for that single moment
when the brilliant solution strikes, but there vmassingle moment of invention. In fact, the
lightbulb was not one invention, but a whole netwof time-consuming inventions each
requiring one or more chemists, mathematicianssiplsgs, engineers, and glassblowers.

Edison was no naive tinkerer or unworldly eggh&dmt “Wizard of Menlo Park” was a
savvy entrepreneur, fully aware of the commerciéptial of his inventions. He also knew how
to cozy up to the press—sometimes beating othdrastlie inventor of something because he
knew how to publicize himself.

Yes, he was a genius. But he was not always osebibigrapher, Paul Israel, sifting
through all the available information, thinks heswaore or less a regular boy of his time and
place. Young Tom was taken with experiments andhauecal things (perhaps more avidly than
most), but machines and technology were part obtbaary midwestern boy’s experience.



What eventually set him apart was his mindsetdinet. He never stopped being the
curious, tinkering boy looking for new challengkeng after other young men had taken up
their roles in society, he rode the rails from ¢dycity learning everything he could about
telegraphy, and working his way up the ladder Egeaphers through nonstop self-education
and invention. And later, much to the disappointtrgrhis wives, his consuming love remained
self-improvement and invention, but only in hiddie

There are many myths about ability and achievepsspecially about the lone, brilliant
person suddenly producing amazing things.

Yet Darwin’s masterworkThe Origin of Specie$pok years of teamwork in the field,
hundreds of discussions with colleagues and mergev®ral preliminary drafts, and half a
lifetime of dedication before it reached fruition.

Mozart labored for more than ten years until hedpced any work that we admire today.
Before then, his compositions were not that origaranteresting. Actually, they were often
patched-together chunks taken from other composers.

This chapter is about the real ingredients in@aiinent. It's about why some people
achieve less than expected and why some peoplevaciriore.

MINDSET AND SCHOOL ACHIEVEMENT

Let’'s step down from the celestial realm of Mozart Darwin and come back to earth to
see how mindsets create achievement in real lifefunny, but seeing one student blossom
under the growth mindset has a greater impact othareall the stories about Mozarts and
Darwins. Maybe because it's more about you and nmmedtawvhat’'s happened to us and why we
are where we are now. And about children and fhatential.

Back on earth, we measured students’ mindsetsegstiade the transition to junior high
school: Did they believe their intelligence wasxad trait or something they could develop?
Then we followed them for the next two years.

The transition to junior high is a time of grehdltenge for many students. The work gets
much harder, the grading policies toughen up,&hefting becomes less personalized. And all
this happens while students are coping with thew adolescent bodies and roles. Grades suffer,
but not everyone’s grades suffer equally.

No. In our study, only the students with the fixathdset showed the decline. They
showed an immediate drop-off in grades, and sldwlysurely did worse and worse over the
two years. The students with the growth mindsewsabanincreasein their grades over the two
years.

When the two groups had entered junior high, thast records were indistinguishable.
In the more benign environment of grade schooly'thearned the same grades and achievement
test scores. Only when they hit the challenge wibjuhigh did they begin to pull apart.

Here’s how students with the fixed mindset exm@ditheir poor grades. Many maligned
their abilities: “I am the stupidest” or “I suck math.” And many covered these feelings by
blaming someone else: “[The math teacher] is ante slut . . . and [the English teacher] is a
slob with a pink ass.” “Because the teacher israolc” These interesting analyses of the
problem hardly provide a road map to future success

With the threat of failure looming, students wiitle growth mindset instead mobilized
their resources for learning. They told us thaytheo, sometimes felt overwhelmed, but their
response was to dig in and do what it takes. ThengWwke George Danzig. Who?

George Danzig was a graduate student in mathraeRg. One day, as usual, he rushed
in late to his math class and quickly copied the hemework problems from the blackboard.



When he later went to do them, he found them véfigdlt, and it took him several days of hard
work to crack them open and solve them. They tumgdot to be homework problems at all.
They were two famous math problems that had nesen lsolved.

The Low-Effort Syndrome

Our students with the fixed mindset who were fgdhre hard transition saw it as a threat.
It threatened to unmask their flaws and turn thesmfwinners into losers. In fact, in the fixed
mindset, adolescence is one big tésh | smart or dumb? Am | good-looking or ugly? Acodl
or nerdy? Am | a winner or a losend in the fixed mindset, a loser is forever.

It's no wonder that many adolescents mobilizerttesources, not for learning, but to
protect their egos. And one of the main ways theyhis (aside from providing vivid portraits of
their teachers) is by not trying. This is when sahthe brightest students, just like Nadja
Salerno-Sonnenberg, simply stop working. In fatidlents with the fixed mindset tell us that
their main goal in school—aside from looking smaid-te exert as little effort as possible. They
heartily agree with statements like this:

“In school my main goal is to do things as eaasypossible so | don’'t have to work very
hard.”

This low-effort syndrome is often seen as a way #uolescents assert their
independence from adults, but it is also a way shadents with the fixed mindset protect
themselves. They view the adults as saying, “Nowwlleneasure you and see what you've
got.” And they are answering, “No you won’t.”

John Holt, the great educator, says that thesthargames all human beings play when
others are sitting in judgment of them. “The watstdent we had, the worst | have ever
encountered, was in his life outside the classrasmature, intelligent, and interesting a person
as anyone at the school. What went wrong? . . .€8dmare along the line, his intelligence
became disconnected from his schooling.”

For students with the growth mindset, it doesrekmsense to stop trying. For them,
adolescence is a time of opportunity: a time torleeew subjects, a time to find out what they
like and what they want to become in the future.

Later, I'll describe the project in which we tatigimior high students the growth
mindset. What | want to tell you now is how teachihem this mindset unleashed their effort.
One day, we were introducing the growth mindset tew group of students. All at once
Jimmy—the most hard-core turned-off low-effort kidthe group—Ilooked up with tears in his
eyes and said, “You mean | don’t have to be dunis®in that day on, he worked. He started
staying up late to do his homework, which he nexsed to bother with at all. He started handing
in assignments early so he could get feedbackearigerthem. He now believed that working
hard was not something that made you vulnerabkesdmething that made you smarter.

Finding Your Brain

A close friend of mine recently handed me somethie’d written, a poem-story that
reminded me of Jimmy and his unleashed effort. M3nti’s second-grade teacher, Mrs. Beer,
had had each student draw and cut out a paper.tg8hedhen lined up all the horses above the
blackboard and delivered her growth-mindset messa@air horse is only as fast as your brain.
Every time you learn something, your horse will m@head.”

My friend wasn’t so sure about the “brain” thirttjs father had always told him, “You
have too much mouth and too little brains for yown good.” Plus, his horse seemed to just sit
at the starting gate while “everyone else’s braingd the learning chase,” especially the brains
of Hank and Billy, the class geniuses, whose hgigeped way ahead of everyone else’s. But



my friend kept at it. To improve his skills, he kepading the comics with his mother and he
kept adding up the points when he played gin rummtly his grandmother.
And soon my sleek stallionbolted forward like Waisay,and there was no onewho was going
to stop him.Over the weeks and monthshe flew fouvesvertakingthe others one by one.In the
late spring homestretchHank’s and Billy’s mountseveheadby just a few subtraction exercises,
andwhen the last bell of school rang,my horse woBy-& nose!"Then | knew | had a brain:|
had the horse to prove it.

—-PAUL WORTMAN

Of course, learning shouldn’t really be a racet fhis race helped my friend discover his
brain and connect it up to his schooling.

The College Transition

Another transition, another crisis. College is wiadl the students who were the brains in
high school are thrown together. Like our gradsaielents, yesterday they were king of the hill,
but today who are they?

Nowhere is the anxiety of being dethroned moregdak than in pre-med classes. In the
last chapter, | mentioned our study of tense bpehd undergraduates taking their first college
chemistry course. This is the course that woul@ ginem—or deny them—entrée to the pre-med
curriculum, and it's well known that students vgth to almost any lengths to do well in this
course.

At the beginning of the semester, we measurecestatmindsets, and then we followed
them through the course, watching their gradesaskohg about their study strategies. Once
again we found that the students with the growthdset earned better grades in the course.
Even when they did poorly on a particular testytheunced back on the next ones. When
students with the fixed mindset did poorly, theteafdidn’t make a comeback.

In this course, everybody studied. But there @ferént ways to study. Many students
study like this: They read the textbook and thkiss notes. If the material is really hard, they
read them again. Or they might try to memorize ghémng they can, like a vacuum cleaner.
That's how the students with the fixed mindset sddif they did poorly on the test, they
concluded that chemistry was not their subjecteAdl, “I did everything possible, didn’t I?”

Far from it. They would be shocked to find out wtadents with the growth mindset do.
Even | find it remarkable.

The students with growth mindset completely tobéirge of their learning and
motivation. Instead of plunging into unthinking manmzation of the course material, they said:
“I looked for themes and underlying principles as¢ectures,” and “I went over mistakes until |
was certain | understood them.” They were studyinigarn, not just to ace the test. And,
actually, this was why they got higher grades—rextanse they were smarter or had a better
background in science.

Instead of losing their motivation when the cougeedry or difficult, they said: “I
maintained my interest in the material.” “I staymkitive about taking chemistry.” “I kept
myself motivated to study.” Even if they thoughe tiextbook was boring or the instructor was a
stiff, they didn’t let their motivation evaporafghat just made it all the more important to
motivate themselves.

| got an e-mail from one of my undergraduate sttglshortly after | had taught her the
growth mindset. Here’s how she used to study befoven faced with really tough material |
tend[ed] to read the material over and over.” Algarning the growth mindset, she started using
better strategies—that worked:Professor Dweck:\WHeidi [the teaching assistant] told me my



exam results today | didn’t know whether to cryumt sit down. Heidi will tell you, | looked
like 1 won the lottery (and | feel that way, tod)tan’t believe | did SO WELL. | expected to
“scrape” by. The encouragement you have given niesarive me well in life. . . .l feel that I've
earned a noble grade, but | didn’t earn it alomef.®Dweck, you not only teach [your] theory,
you SHOW it. Thank you for the lesson. It is a \@ddle one, perhaps the most valuable I've
learned at Columbia. And yeah, I'll be doing THAIS[ng these strategies] before EVERY
exam!Thank you very, very much (and you TOO Heidi)!

No longer helpless,

June

Because they think in terms of learning, peoplinthe growth mindset are clued in to
all the different ways to create learning. It's o@ir pre-med students with the fixed mindset
would do almost anything for a good grade—excdg tzharge of the process to make sure it
happens.

Created Equal?

Does this mean that anyone with the right mindaaetdo well? Are all children created
equal? Let’s take the second question first. Noesohildren are different. In her boGhfted
Children, Ellen Winner offers incredible descriptions of gigies. These are children who seem
to be born with heightened abilities and obsessiterests, and who, through relentless pursuit
of these interests, become amazingly accomplished.

Michael was one of the most precocious. He cotigtpfayed games involving letters
and numbers, made his parents answer endlessanseabout letters and numbers, and spoke,
read, and did math at an unbelievably early ageh&®&l's mother reports that at four months
old, he said, “Mom, Dad, what's for dinner?” At teronths, he astounded people in the
supermarket by reading words from the signs. Evexyassumed his mother was doing some
kind of ventriloquism thing. His father reports tlad three, he was not only doing algebra, but
discovering and proving algebraic rules. Each @dygn his father got home from work, Michael
would pull him toward math books and say, “Dadslgb do work.”

Michael must have started with a special abibiyt, for me, the most outstanding feature
is his extreme love of learning and challenge. péirents could not tear him away from his
demanding activities. The same is true for eveogdigy Winner describes. Most often people
believe that the “gift” is the ability itself. Yethat feeds it is that constant, endless curiosity a
challenge seeking.

Is it ability or mindset? Was it Mozart’s musieddility or the fact that he worked till his
hands were deformed? Was it Darwin’s scientifidigbor the fact that he collected specimens
nonstop from early childhood?

Prodigies or not, we all have interests that dasdmm into abilities. As a child, | was
fascinated by people, especially adults. | wondeérditht makes them tickf fact, a few years
back, one of my cousins reminded me of an epidoaetdok place when we were five years old.
We were at my grandmother’s house, and he’d had ght with his mother over when he
could eat his candy. Later, we were sitting outsidehe front steps and | said to him: “Don’t be
so stupid. Adults like to think they're in chargeist say yes, and then eat your candy when you
want to.”

Were those the words of a budding psychologist? idow is that my cousin told me
this advice served him well. (Interestingly, he dree a dentist.)

Can Everyone Do Well?

Now back to the first question. Is everyone capalblgreat things with the right



mindset? Could you march into the worst high sclmgbur state and teach the students college
calculus? If you could, then one thing would beacl&Vith the right mindset and the right
teaching, people are capable of a lot more thathim&.

Garfield High School was one of the worst schaolsos Angeles. To say that the
students were turned off and the teachers burneid an understatement. But without thinking
twice, Jaime Escalante (8tand and Delivefame) taught these inner-city Hispanic students
college-level calculus. With his growth mindset,ds&ed “How can | teach them?” notCanl|
teach them?” and Mow will they learn best?” not Canthey learn?”

But not only did he teach them calculus, he (asctblleague, Benjamin Jimenez) took
them to the top of the national charts in mathl987, only three other public schools in the
country had more students taking the Advanced Riané Calculus test. Those three included
Stuyvesant High School and the Bronx High Scho@@énce, both elite
math-and-science-oriented schools in New York.

What's more, most of the Garfield students eatestigrades that were high enough to
gain them college credits. In the whole country trear, only a few hundred Mexican American
students passed the test at this level. This ntbans’s a lot of intelligence out there being
wasted by underestimating students’ potential teelbp.

Marva Collins

Most often when kids are behind—say, when thengpeating a grade—they’re given
dumbed-down material on the assumption that thayt bandle more. That idea comes from the
fixed mindset: These students are dim-witted, sy tleed the same simple things drummed into
them over and over. Well, the results are deprgsSitudents repeat the whole gradthout
learning any more than they knew before.

Instead, Marva Collins took inner-city Chicagokiaho had failed in the public schools
and treated them like geniuses. Many of them haa bebeled “learning disabled,” “retarded,”
or “emotionally disturbed.” Virtually all of themeve apathetic. No light in the eyes, no hope in
the face.

Collins’s second-grade public school class stastgdvith the lowest-level reader there
was. By June, they reached the middle of the fifde reader, studying Aristotle, Aesop,
Tolstoy, Shakespeare, Poe, Frost, and Dickinsamgélte way.

Later when she started her own sch@tlicago Sun-Timesolumnist Zay Smith dropped
in. He saw four-year-olds writing sentences like€3he physician” and “Aesop wrote fables,”
and talking about “diphthongs” and “diacritical rkal’ He observed second graders reciting
passages from Shakespeare, Longfellow, and Kipghgrtly before, he had visited a rich
suburban high school where many students had ieaed of Shakespeare. “Shoot,” said one of
Collins’s students, “you mean those rich high s¢tkats don’t know Shakespeare was born in
1564 and died in 16167?”

Students read huge amounts, even over the sur@merstudent, who had entered as a
“retarded” six-year-old, now four years later hadd twenty-three books over the summer,
includingA Tale of Two CitieandJane EyreThe students read deeply and thoughtfully. As the
three- and four-year-olds were reading about Dassdahd Icarus, one four-year-old exclaimed,
“Mrs. Collins, if we do not learn and work hard, wél take an Icarian flight to nowhere.”
Heated discussions dacbethwere common.

Alfred Binet believed you could change the quatitysomeone’s mind. Clearly you can.
Whether you measure these children by the breddtrew knowledge or by their performance
on standardized tests, their minds had been transth



Benjamin Bloom, an eminent educational researdtedjed 120 outstanding achievers.
They were concert pianists, sculptors, Olympic smvars, world-class tennis players,
mathematicians, and research neurologists. Most natrthat remarkable as children and didn’t
show clear talent before their training began imest. Even by early adolescence, you usually
couldn’t predict their future accomplishment froneir current ability. Only their continued
motivation and commitment, along with their netwofksupport, took them to the top.

Bloom concludes, “After forty years of intensivesearch on school learning in the
United States as well as abroad, my major conahusiowhat any person in the world can learn,
almostall persons can learif,provided with the appropriate prior and currentdaitons of
learning.” He’s not counting the 2 to 3 percentloifdren who have severe impairments, and
he’s not counting the top 1 to 2 percent of chitdaé the other extreme that include children like
Michael. Heis counting everybody else.

Ability Levels and Tracking

But aren’t students sorted into different abilgyels for a reason? Haven't their test
scores and past achievement shown what theiralsiitRemember, test scores and measures of
achievement tell you where a student is, but treytdell you where a student could end up.

Falko Rheinberg, a researcher in Germany, stustibdolteachers with different
mindsets. Some of the teachers had the fixed min@key believed that students entering their
class with different achievement levels were deaply permanently different:

“According to my experience students’ achievenmeastly remains constant in the
course of a year.”

“If I know students’ intelligence | can predicteih school career quite well.”

“As a teacher | have no influence on studentg€liattual ability.”

Like my sixth-grade teacher, Mrs. Wilson, thesecteers preached and practiced the
fixed mindset. In their classrooms, the students started the year in the high-ability group
ended the year there, and those who started tmenytee low-ability group ended the year
there.

But some teachers preached and practiced a growthset. They focused on the idea
that all children could develop their skills, amctheir classrooms a weird thing happened. It
didn’t matter whether students started the ye#narhigh- or the low-ability group. Both groups
ended the year way up high. It's a powerful expergeto see these findings. The group
differences had simply disappeared under the gualahteachers who taught for improvement,
for these teachers had found a way to reach their-ability” students.

How teachers put a growth mindset into practiddestopic of a later chapter, but here’s
a preview of how Marva Collins, the renowned teactiel it. On the first day of class, she
approached Freddie, a left-back second graderwembed no part of school. “Come on, peach,”
she said to him, cupping his face in her hands, Ffaxe work to do. You can’t just sit in a seat
and grow smatrt. . . . | promise, you are goinddpand you are going foroduce.l am not going
to let you fail.”

Summary

The fixed mindset limits achievement. It fills pd&/s minds with interfering thoughts, it
makes effort disagreeable, and it leads to inféeaming strategies. What's more, it makes
other people into judges instead of allies. Whetingre talking about Darwin or college
students, important achievements require a clearsfaall-out effort, and a bottomless trunk full
of strategies. Plus allies in learning. This is tth& growth mindset gives people, and that's
why it helps their abilities grow and bear fruit.



IS ARTISTIC ABILITY A GIFT?

Despite the widespread belief that intelligenceam, not made, when we really think
about it, it's not so hard to imagine that peoga develop their intellectual abilities. The
intellect is so multifaceted. You can develop véskdlls or mathematical-scientific skills or
logical thinking skills, and so on. But when it cesnto artistic ability, it seems more like a
God-given gift. For example, people seem to natudabw well or poorly.

Even | believed this. While some of my friendsreed to draw beautifully with no effort
and no training, my drawing ability was arreste@amly grade school. Try as | might, my
attempts were primitive and disappointing. | wasstc in other ways. | can design, I'm great
with colors, | have a subtle sense of compositilas | have really good eye—hand coordination.
Why couldn’t | draw? | must not have the gift.

| have to admit that it didn’t bother me all tmatich. After all, when do you realhave
to draw? | found out one evening as the dinnertgofess fascinating man. He was an older man,
a psychiatrist, who had escaped from the Holoc#ssa ten-year-old child in Czechoslovakia,
he and his younger brother came home from schaoblay to find their parents gone. They had
been taken. Knowing there was an uncle in Engldredtwo boys walked to London and found
him.

A few years later, lying about his age, my hostgd the Royal Air Force and fought for
Britain in the war. When he was wounded, he marischurse, went to medical school, and
established a thriving practice in America.

Over the years, he developed a great interestis. dle thought of them as embodying
characteristics he admired, and he liked to thinkimself as owlish. Besides the many owl
statuettes that adorned his house, he had an tatédeguest book. It turned out that whenever
he took a shine to someone, he asked them to drawkand write something to him in this
book. As he extended this book to me and explaiisexignificance, | felt both honored and
horrified. Mostly horrified. All the more because/reation was not to be buried somewhere in
the middle of the book, but was to adorn its vasst pbage.

| won’t dwell on the intensity of my discomfort tire poor quality of my artwork,
although both were painfully clear. | tell this st@s a prelude to the astonishment and joy | felt
when | readdrawing on the Right Side of the Brafdn the opposite page are the
before-and-after self-portraits of people who taashort course in drawing from the author,
Betty Edwards. That is, they are the self-portrdrsvn by the students when they entered her
course andive days latewhen they had completed it.

Aren’t they amazing? At the beginning, these pedjidin’t look as though they had
much artistic ability. Most of their pictures rerdad me of my owl. But only a few days later,
everybody could really draw! And Edwards swears thig is a typical group. It seems
impossible.



Edwards agrees that most people view drawingraggcal ability that only a select few
possess, and that only a select few will ever Essdut this is because people don’t understand
the components—thearnablecomponents—of drawing. Actually, she informs bgytare not
drawing skills at all, buseeingskills. They are the ability to perceive edgescss,
relationships, lights and shadows, and the whotawihg requires us to learn each component
skill and then combine them into one process. Seaople simply pick up these skills in the
natural course of their lives, whereas others haweork to learn them and put them together.
But as we can see from the “after” self-portragtgeryone can do it.

Here’s what this meandust because some people can do something wighditho
training, it doesn’t mean that others can’t doah@l sometimes do it even better) with training.
This is so important, because many, many people thé fixed mindset think that someone’s
early performance tells you all you need to knowuwltheir talent and their future.

Jackson Pollock

It would have been a real shame if people disgmdaackson Pollock for that reason.
Experts agree that Pollock had little native tafentart, and when you look at his early products,
it showed. They also agree that he became onedrtatest American painters of the twentieth
century and that he revolutionized modern art. Hiaavhe go from point A to point B?

Twyla Tharp, the world-famous choreographer anttds wrote a book calléthe
Creative HabitAs you can guess from the title, she argues tteattizity is not a magical act of
inspiration. It’s the result of hard work and dedion.Even for MozartRemember the movie
Amadeu8 Remember how it showed Mozart easily churningooet masterpiece after another



while Salieri, his rival, is dying of envy? Wellh&rp worked on that movie and she says:
Hogwash! Nonsense! “There are no ‘natural’ genitises

Dedication is how Jackson Pollock got from pointopoint B. Pollock was wildly in
love with the idea of being an artist. He thoudba art all the time, and he did it all the time.
Because he was so gung-ho, he got others to takedriously and mentor him until he
mastered all there was to master and began to geagtartlingly original works. His “poured”
paintings, each completely unique, allowed himradfrom his unconscious mind and convey
a huge range of feeling. Several years ago, | wigdgged to see a show of these paintings at
the Museum of Modern Art in New York. | was stunimdthe power and beauty of each work.

Can anyone danything | don’t really know. However, | think we can nagree that
people can do a lot more than first meets the eye.

THE DANGER OF PRAISE AND POSITIVE LABELS

If people have such potential to achieve, howtbay gain faith in their potential? How
can we give them the confidence they need to gaZddow about praising their ability in order
to convey that they have what it takes? In factiartban 80 percent of parents told us it was
necessary to praise children’s ability so as ttefotheir confidence and achievement. You
know, it makes a lot of sense.

But then we began to worry. We thought about heapte with the fixed mindset
already focus too much on their ability: “Is it hignough?” “Will it look good?” Wouldn't
praising people’s ability focus them on it even a®¥Wouldn't it be telling them that that's what
we value and, even worse, that we can read thep,denderlying ability from their
performance? Isn’t that teaching them the fixeddeat?

Adam Guettel has been called the crown princesantr of musical theater. He is the
grandson of Richard Rodgers, the man who wroteningic to such classics @klahomaland
Carousel.Guettel's mother gushes about her son’s geniugsloBe everyone else. “The talent is
there and it's major,” raved a reviewTihe New York Time$he question is whether this kind
of praise encourages people.

What's great about research is that you can asdetkinds of questions and then go get
the answers. So we conducted studies with hundrfestsidents, mostly early adolescents. We
first gave each student a set of ten fairly diffigroblems from a nonverbal 1Q test. They
mostly did pretty well on these, and when theystd we praised them.

We praised some of the students for their abilityey were told: “Wow, you got [say]
eight right. That's a really good score. You mustsmart at this.” They were in the Adam
Guettelyou’re-so-talentegbosition.

We praised other students for their effort: “Wgwu got [say] eight right. That’s a really
good score. You must have worked really hard.” Tlweye not made to feel that they had some
special gift; they were praised for doing whagakds to succeed.

Both groups were exactly equal to begin with. Bgitt after the praise, they began to
differ. As we feared, the ability praise pushedistus right into the fixed mindset, and they
showed all the signs of it, too: When we gave tlaechoice, they rejected a challenging new
task that they could learn from. They didn’t wamtlb anything that could expose their flaws
and call into question their talent.

When Guettel was thirteen, he was all set toistarMetropolitan Opera broadcast and
TV movie of Amahl and the Night Visitorgle bowed out, saying that his voice had broken. “I
kind of faked that my voice was changing. . . idnd want to handle the pressure.”

In contrast, when students were praised for ef@fifpercent of them wanted the



challenging new task that they could learn from.

Then we gave students some hard new problemshvitiney didn’t do so well on. The
ability kids now thought they were not smart atifr If success had meant they were intelligent,
then less-than-success meant they were deficient.

Guettel echoes this. “In my family, to be goodioigail. To beverygood is to fail. . . .

The only thingnot a failure is to be great.”

The effort kids simply thought the difficulty madpply more effort.” They didn’t see
it as a failure, and they didn’t think it reflected their intellect.

What about the students’ enjoyment of the probRAilter the success, everyone loved
the problems, but after the difficult problems, #imlity students said it wasn’t fun anymore. It
can’'t be fun when your claim to fame, your speta#nt, is in jeopardy.

Here’s Adam Guettel: “I wish | could just have fand relax and not have the
responsibility of that potential to be some kindgogat mari. As with the kids in our study, the
burden of talent was killing his enjoyment.

The effort-praised students still loved the proideand many of them said that the hard
problems were the most fun.

We then looked at the students’ performance. Alterexperience with difficulty, the
performance of the ability-praised students plunemieéven when we gave them some more of
the easier problems. Losing faith in their abilityey were doing worse than when they started.
The effort kids showed better and better performaiibey had used the hard problems to
sharpen their skills, so that when they returnetthéceasier ones, they were way ahead.

Since this was a kind of 1Q test, you might sagt fhraising ability lowered the students’
IQs. And that praising their effort raised them.

Guettel was not thriving. He was riddled with ofsee-compulsive tics and bitten,
bleeding fingers. “Spend a minute with him—it takety one—and a picture of the terror
behind the tics starts to emerge,” says an intertieGuettel has also fought serious, recurrent
drug problems. Rather than empowering him, the™gis filled him with fear and doubt.
Rather than fulfilling his talent, this brillianbmposer has spent most of his life running from it.

One thing is hopeful—his recognition that he higsolwn life course to follow that is not
dictated by other people and their view of hisrial®©ne night he had a dream about his
grandfather. “I was walking him to an elevatorsked him if | was any good. He said, rather
kindly, “You have your own voice.””

Is that voice finally emerging? For the scord b€ Light in the Piazzan intensely
romantic musical, Guettel won the 2005 Tony Awakill he take it as praise for talent or praise
for effort? | hope it’s the latter.

There was one more finding in our study that wekisg and depressing at the same
time. We said to each student: “You know, we’rengoio go to other schools, and | bet the kids
in those schools would like to know about the peofd.” So we gave students a page to write
out their thoughts, but we also left a space fentho write the scores they had received on the
problems.

Would you believe that almost 40 percent of thiéitgdpraised studentBed about their
scores? And always in one direction. In the fixaddset, imperfections are
shameful—especially if you're talented—so they libdm away.

What's so alarming is that we took ordinary cheldiand made them into liars, simply by
telling them they were smatrt.

Right after | wrote these paragraphs, | met wiloang man who tutors students for their



College Board exams. He had come to consult witlabmeit one of his students. This student
takes practice tests and then lies to him aboust¢m@e. He is supposed to tutor her on what she
doesn’t know, but she can’t tell him the truth abbat she doesn’t know! And she is paying
money for this.

So telling children they’re smart, in the end, maldem feel dumber and act dumber, but
claim they were smarter. | don’t think this is what're aiming for when we put positive
labels—“gifted,” “talented,” “brilliant"—on peopleWe don’t mean to rob them of their zest for
challenge and their recipes for success. But thiagsdanger.

Here is a letter from a man who’d read some ofaayk:Dear Dr. Dweck, It was painful
to read your chapter . . . as | recognized myselfein.As a child | was a member of The Gifted
Child Society and continually praised for my inigdince. Now, after a lifetime of not living up
to my potential (I'm 49), I'm learning to apply nsléto a task. And also to see failure not as a
sign of stupidity but as lack of experience andl.sKour chapter helped see myself in a new
light.

Seth Abrams

This is the danger of positive labels. There éegraatives, and | will return to them later
in the chapter on parents, teachers, and coaches.

NEGATIVE LABELS AND HOW THEY WORK

| was once a math whiz. In high school, | got arbflgebra, a 99 in geometry, and a 99
in trigonometry, and | was on the math team. | adarp there with the boys on the air force test
of visual-spatial ability, which is why | got rectimg brochures from the air force for many
years to come.

Then | got a Mr. Hellman, a teacher who didn'ti&et girls could do math. My grades
declined, and | never took math again.

| actually agreed with Mr. Hellman, but | didnftik it applied tome. Othemjirls
couldn’t do math. Mr. Hellman thought it appliednt®, too, and | succumbed.

Everyone knows negative labels are bad, so ydurk this would be a short section. But
it isn’t a short section, because psychologistdeaminghow negative labels harm achievement.

No one knows about negative ability labels likambers of stereotyped groups. For
example, African Americans know about being stefeed as lower in intelligence. And women
know about being stereotyped as bad at math ardciBut I'm not sure even they know how
creepy these stereotypes are.

Research by Claude Steele and Joshua Aronson shaines/en checking a box to
indicate your race or sex can trigger the stereotgp/our mind and lower your test score.
Almost anything that reminds you that you're blackKemale before taking a test in the subject
you're supposed to be bad at will lower your tesire—a lot. In many of their studies, blacks
are equal to whites in their performance, and fesale equal to males, when no stereotype is
evoked. But just put more males in the room witbraale before a math test, and down goes the
female’s score.

This is why. When stereotypes are evoked, thépdibple’s minds with distracting
thoughts—with secret worries about confirming ttexeotype. People usually aren’t even aware
of it, but they don’t have enough mental power feftio their best on the test.

This doesn’t happen to everybody, however. It igdiappens to people who are in a
fixed mindset. It's when people are thinking inntsrof fixed traits that the stereotypes get to
them. Negative stereotypes say: “You and your gemegermanently inferior.” Only people in
the fixed mindset resonate to this message.



So in the fixed mindset, both positive and negakabels can mess with your mind.
When you’re given a positive label, you're afrafdasing it, and when you're hit with a
negative label, you're afraid of deserving it.

When people are in a growth mindset, the stereotigesn’t disrupt their performance.
The growth mindset takes the teeth out of the stgpe and makes people better able to fight
back. They don't believe in permanent inferioriynd if theyare behind—well, then they’'ll
work harder and try to catch up.

The growth mindset also makes people able towddat they can and what they need
even from a threatening environment. We asked afrimerican students to write an essay for
a competition. They were told that when they fieghtheir essays would be evaluated by
Edward Caldwell 11, a distinguished professor wath Ivy League pedigree. That is, a
representative of the white establishment.

Edward Caldwell 1lI's feedback was quite criticalt also helpful—and students’
reactions varied greatly. Those with a fixed minndsewed it as a threat, an insult, or an attack.
They rejected Caldwell and his feedback.

Here’s what one student with the fixed mindsetigiid: “He’s mean, he doesn’t grade
right, or he’s obviously biased. He doesn't like.ine

Said another: “He is a pompous asshole. . .pdears that he was searching for anything
to discredit the work.”

And another, deflecting the feedback with blantée ‘loesn’t understand the conciseness
of my points. He thought it was vague because reimpatient when he read it. He dislikes
creativity.”

None of them will learn anything from Edward Caétlliis feedback.

The students with the growth mindset may also h@eed him as a dinosaur, but he
was a dinosaur who could teach them something.

“Before the evaluation, he came across as arragahbverdemanding. [After the
evaluation?] ‘Fair’ seems to be the first word tbatnes to mind. . . . It seems like a new
challenge.”

“He sounded like an arrogant, intimidating, andd®scending man. [What are your
feelings about the evaluation?] The evaluation sessningly honest and specific. In this sense,
the evaluation could be a stimulus . . . to prodastéer work.”

“He seems to be proud to the point of arrogariee [evaluation?] He was intensely
critical. . . . His comments were helpful and cJdawever. | feel | will learn much from him.”

The growth mindset allowed African American stugeo recruit Edward Caldwell 111
for their own goals. They were in college to geeduacation and, pompous asshole or not, they
were going to get it.

Do | Belong Here?

Aside from hijacking people’s abilities, stereatgpalso do damage by making people
feel they don’t belong. Many minorities drop outcollege and many women drop out of math
and science because they just don’t feel thenfit i

To find out how this happens, we followed collegamen through their calculus course.
This is often when students decide whether mathamers involving math, are right for them.
Over the semester, we asked the women to reparféledings about math and their sense of
belonging in math. For example, when they thouglbuamath, did they feel like a full-fledged
member of the math community or did they feel Bikeoutsider; did they feel comfortable or did
they feel anxious; did they feel good or bad altbeir math skills?



The women with the growth mindset—those who thowgth ability could be
improved—felt a fairly strong and stable sensealdhging. And they were able to maintain this
even when they thought there was a lot of negati®eeotyping going around. One student
described it this way: “In a math class, [femalejdents were told they were wrong when they
were not (they were in fact doing things in novelys). It was absurd, and reflected poorly on
the instructor not to ‘see’ the students’ good oeasy. It was alright because we were working
in groups and we were able to give & receive sup@mong us students. . . . We discussed our
interesting ideas among ourselves.”

The stereotyping was disturbing to them (as iusdhde), but they could still feel
comfortable with themselves and confident aboutneves in a math setting. They could fight
back.

But women with the fixed mindset, as the semastge on, felt a shrinking sense of
belonging. And the more they felt the presencderestyping in their class, the more their
comfort with math withered. One student said tleatdense of belonging fell because “l was
disrespected by the professor with his commenrdt Was a good guess,” whenever | made a
correct answer in class.”

The stereotype of low ability was able to invadenh—to define them—and take away
their comfort and confidence. I'm not saying itfeir fault by any means. Prejudice is a deeply
ingrained societal problem, and | do not want &ni# the victims of it. | am simply saying that
a growth mindset helps people to see prejudicevfat it is—someone elsetsew of them—and
to confront it with their confidence and abilitiegact.

Trusting People’s Opinions

Many females have a problem not only with stengesy but with other people’s opinions
of them in general. They trust them too much.

One day, | went into a drugstore in Hawaii to loleytal floss and deodorant, and, after
fetching my items, | went to wait in line. Therereéwo women together in front of me waiting
to pay. Since | am an incurable time stuffer, aagoint | decided to get my money ready for
when my turn came. So | walked up, put the itemg @rathe side of the counter, and started to
gather up the bills that were strewn throughoutpusse. The two women went berserk. |
explained that in no way was | trying to cut inrft@f them. | was just preparing for when my
turn came. | thought the matter was resolved, hean left the store, they were waiting for me.
They got in my face and yelletou're a bad-mannered person!”

My husband, who had seen the whole thing fromrbegg to end, thought they were
nuts. But they had a strange and disturbing etfeanhe, and | had a hard time shaking off their
verdict.

This vulnerability afflicts many of the most ablegh-achieving females. Why should
this be? When they're little, these girls are ofterperfect, and they delight in everyone’s telling
them so. They're so well behaved, they're so dhiey’'re so helpful, and they're so precocious.
Girls learn to trust people’s estimates of themeéGeveryone’s so nice to me; if they criticize
me, it must be true.” Even females at the top usities in the country say that other people’s
opinions are a good way to know their abilities.

Boys are constantly being scolded and punisheanMre observed in grade school
classrooms, we saw that boys gmhttimes more criticism than girls for their conduBtys are
also constantly calling each other slobs and morbne evaluations lose a lot of their power.

A male friend once called me a slob. He was ovelinner at my house and, while we
were eating, | dripped some food on my blouse. tBHaecause you’re such a slob,” he said. |



was shocked. It was then that | realized no oneelvad said anything like that to me. Males say
it to each other all the time. It may not be a kihithg to say, even in jest, but it certainly makes
them think twice before buying into other peoplealuations.

Even when women reach the pinnacle of successt ptople’s attitudes can get them.
Frances Conley is one of the most eminent neuresagyin the world. In fact, she was the first
woman ever given tenure in neurosurgery at an Acaariedical school. Yet careless
comments from male colleagues—even assistants—d@idiuidr with self-doubt. One day
during surgery, a man condescendingly called henély.” Instead of returning the compliment,
she questioned herself. “Is a honey,” she wondéesgheciallythis honey, good enough and
talented enough to be doing this operation?”

The fixed mindset, plus stereotyping, plus womenist in people’s assessments: | think
we can begin to understand why there’s a gendemgagath and science.

That gap is painfully evident in the world of higgch. Julie Lynch, a budding techie, was
already writing computer code when she was in juhigh school. Her father and two brothers
worked in technology, and she loved it, too. Thendomputer programming teacher criticized
her. She had written a computer program and thgrano ran just fine, but he didn’t like a
shortcut she had taken. Her interest evaporatsetedd, she went on to study recreation and
public relations.

Math and science need to be made more hospitiadesfor women. And women need
all the growth mindset they can get to take thgintful places in these fields.

When Things Go Right

But let’s look at the times the process goes right

The Polgar family has produced three of the mastassful female chess players ever.
How? Says Susan, one of the three, “My father besi¢hat innate talent is nothing, that
[success] is 99 percent hard work. | agree with.’hirhe youngest daughter, Judit, is now
considered the best woman chess player of all t8he.was not the one with the most talent.
Susan reports, “Judit was a slow starter, but argworking.”

A colleague of mine has two daughters who are mwailkzes. One is a graduate student
in math at a top university. The other was thd fird to rank number one in the country on an
elite math test, won a nationwide math contest,iambw a neuroscience major at a top
university. What's their secret? Is it passed dawtine genes? | believe it's passed down in the
mindset. It's the most growth-mindset family I'veee seen.

In fact, their father applied the growth mindseeverything/l’ll never forget a
conversation we had some years ago. | was singleedime, and he asked me what my plan
was for finding a partner. He was aghast whend kdidn’t have a plan. “You wouldn’t expect
yourwork to get done by itself,” he said. “Why is this afifferent?” It was inconceivable to
him that you could have a goal and not take stepsake it happen.

In short, the growth mindset lets people—evenghelso are targets of negative
labels—use and develop their minds fully. Theirdseare not filled with limiting thoughts, a
fragile sense of belonging, and a belief that offemple can define them.

Grow Your Mindsete hink about your hero. Do you think of this perss someone
with extraordinary abilities who achieved withliteffort? Now go find out the truth. Find out
the tremendous effort that went into their accosiphient—and admire themores hink of
times other people outdid you and you just assuimeylwere smarter or more talented. Now
consider the idea that they just used better gfiegetaught themselves more, practiced harder,
and worked their way through obstacles. You cathdg too, if you want to.e re there situations



where you get stupid—where you disengage yourligégice? Next time you’re in one of those
situations, get yourself into a growth mindset—khaout learning and improvement, not
judgment—and hook it back up.s 0 you label yowskiThis one is the artist and that one is the
scientist.Next time, remember that you're not helping thenverethough you may be praising
them. Remember our study where praising kids’ gtdibiwered their IQ scores. Find a
growth-mindset way to compliment them. ¢ ore thatf of our society belongs to a negatively
stereotyped group. First you have all the womed,than you have all the other groups who are
not supposed to be good at something or other. tBesa the gift of the growth mindset. Create
an environment that teaches the growth mindsdtad@dtlults and children in your life, especially
the ones who are targets of negative stereotypes ®hen the negative label comes along,
they’ll remain in charge of their learning.

Chapter 4

SPORTS: THE MINDSET OF A CHAMPION

In sports, everybody believes in talent. Even—oeeigiily—the experts. In fact, sports
is where the idea of “a natural” comes from—somewhe looks like an athlete, moves like an
athlete, and is an athlete, all without trying.dseat is the belief in natural talent that many
scouts and coaches search only for naturals, amastevill vie with each other to pay exorbitant
amounts to recruit them.

Billy Beane was a natural. Everyone agreed hetivasext Babe Ruth.

But Billy Beane lacked one thing. The mindset ahampion.

As Michael Lewis tells us iMoneyball,by the time Beane was a sophomore in high
school, he was the highest scorer on the baské#aati, the quarterback of the football team,
and the best hitter on the baseball team, bathi@@ in one of the toughest leagues in the
country. His talent was real enough.

But the minute things went wrong, Beane searcbheddmething to break. “It wasn’t
merely that he didn't like to fail; it was as if d&ln’t know how to fail.”

As he moved up in baseball from the minor leagag¢le majors, things got worse and
worse. Each at-bat became a nightmare, anothertoity for humiliation, and with every
botched at-bat, he went to pieces. As one scodf 4iily was of the opinion that he should
never make an out.” Sound familiar?

Did Beane try to fix his problems in constructivays? No, of course not, because this is
a story of the fixed mindset. Natural talent shaubdl need effort. Effort is for the others, thesles
endowed. Natural talent does not ask for hels #n admission of weakness. In short, the
natural does not analyze his deficiencies and coagphactice them away. The very idea of
deficiencies is terrifying.

Being so imbued with the fixed mindset, Beane tka@sped. Trapped by his huge talent.
Beane the player never recovered from the fixeddseh but Beane the incredibly successful
major-league executive did. How did this happen?

There was another player who lived and played Isydgide with Beane in the minors and
in the majors, Lenny Dykstra. Dykstra did not haveaction of Beane’s physical endowment or
“natural ability,” but Beane watched him in awe. Bsane later described, “He had no concept
of failure. . . . And | was the opposite.”

Beane continues, “I started to get a sense of wihaiseball player was and | could see it
wasn’t me. It was Lenny.”



As he watched, listened, and mulled it over, wded on Beane that mindset was more
important than talent. And not long after thatpagt of a group that pioneered a radically new
approach to scouting and managing, he came tovedlmat scoring runs—the whole point of
baseball—was much more about process than abeut.tal

Armed with these insights, Beane, as general narafghe 2002 Oakland Athletics, led
his team to a season of 103 victories—winning tkesidn championship and almost breaking
the American League record for consecutive wing fBam had the second lowest payroll in
baseball! They didn’t buy talent, they bought migtds

THE IDEA OF THE NATURAL

Now You See It, Now You Don't

Physical endowment is not like intellectual endemm It's visible. Size, build, agility
are all visible. Practice and training are alsdbles and they produce visible results. You would
think that this would dispel the myth of the natunéou couldseeMuggsy Bogues at five foot
three playing NBA basketball, and Doug Flutie, $haall quarterback who has played for the
New England Patriots and the San Diego Chargers.céald see Pete Gray, the one-armed
baseball player who made it to the major leagues. Bogan, one of the greatest golfers of all
time, who was completely lacking in grace. Glenm@ingham, the great runner, who had badly
burned and damaged legs. Larry Bird and his ladwaftness. You caseethe small or
graceless or even “disabled” ones who make it,tahadjod-like specimens who don’t. Shouldn’t
this tell people something?

Boxing experts relied on physical measurementiedtéales of the tape,” to identify
naturals. They included measurements of the fightist, reach, chest expansion, and weight.
Muhammad Ali failed these measurements. He was mattural. He had great speed but he
didn’t have the physique of a great fighter, henttilave the strength, and he didn’t have the
classical moves. In fact, he boxed all wrong. Hindiblock punches with his arms and elbows.
He punched in rallies like an amateur. He kepjdwsexposed. He pulled back his torso to
evade the impact of oncoming punches, which Josee3said was “like someone in the middle
of a train track trying to avoid being hit by ancoming train, not by moving to one or the other
side of the track, but by running backwards.”

Sonny Liston, Ali's adversaryyasa natural. He had it all—the size, the strengtid, the
experience. His power was legendary. It was uninage that Ali could beat Sonny Liston. The
matchup was so ludicrous that the arena was oriiyutlisfor the fight.

But aside from his quickness, Ali’s brilliance wais mind. His brains, not his brawn. He
sized up his opponent and went for his mental ggiNot only did he study Liston’s fighting
style, but he closely observed what kind of persiston was out of the ring: “I read everything |
could where he had been interviewed. | talked wébple who had been around him or had
talked with him. 1 would lay in bed and put alltbe things together and think about them, and
try to get a picture of how his mind worked.” Arfteh he turned it against him.

Why did Ali appear to “go crazy” before each figlBecause, Torres says, he knew that a
knockout punch is the one they don’t see comingsaild, “Liston had to believe that | was
crazy. That | was capable of doing anything. Hdaawti see nothing to me at all but mouth and
that’s all | wanted him to see!”

Float like a butterfly,Sting like a beeYour han@s't hitWhat your eyes can't see.

Ali’s victory over Liston is boxing history. A faous boxing manager reflects on Ali:
“He was a paradox. His physical performances irritiggewere absolutely wrong. . . . Yet, his



brain was always in perfect working condition.” “ldeowed us all,” he continued with a broad
smile written across his face, “that all victore@sme from here,” hitting his forehead with his
index finger. Then he raised a pair of fists, sgyiiNot from here.”

This didn’t change people’s minds about physicaleesvment. No, we just look back at
Ali now, with our hindsight, and see the body afraat boxer. It was gravy that his mind was so
sharp and that he made up amusing poems, but Mistk his greatness resided in his
physique. And we don’t understand how the expeaited to see that greatness right from the
start.

Michael Jordan

Michael Jordan wasn’t a natural, either. He washtirdest-working athlete, perhaps in
the history of sport.

It is well known that Michael Jordan was cut frtme high school varsity team—we
laugh at the coach who cut him. He wasn't recruitedhe college he wanted to play for (North
Carolina State). Well, werertheyfoolish? He wasn’t drafted by the first two NBAates that
could have chosen him. What a blooper! Becausewewknow he was the greatest basketball
player ever, and we think it should have been ale/foom the start. When we look at him we
seeMICHAEL JORDANBUuLt at that point he was only Michael Jordan.

When Jordan was cut from the varsity team, hedeasastated. His mother says, “I told
him to go back and discipline himself.” Boy, did listen. He used to leave the house at six in
the morning to go practice before school. At thevdrsity of North Carolina, he constantly
worked on his weaknesses—his defensive game armhhisandling and shooting. The coach
was taken aback by his willingness to work hartlantanyone else. Once, after the team lost the
last game of the season, Jordan went and pradtiseshots for hours. He was preparing for the
next year. Even at the height of his success améd-faafter he had made himself into an athletic
genius—his dogged practice remained legendary. &oBulls assistant coach John Bach called
him “a genius who constantly wants to upgrade braug.”

For Jordan, success stems from the mind. “Theahémighness and the heart are a lot
stronger than some of the physical advantages yghtrnave. I've always said that and I've
always believed that.” But other people don't. Thagk at Michael Jordan and they see the
physical perfection that led inevitably to his gresss.

The Babe

What about Babe Ruth? Now, he was clearly no veg$eiman physical perfection.

Here was the guy with the famous appetites andrt gtomach bulging out of his Yankee
uniform. Wow, doesn’t that make him even more obtural? Didn’t he just carouse all night
and then kind of saunter to the plate the nextated/punch out home runs?

The Babe was not a natural, either. At the begmoif his professional career, Babe Ruth
was not that good a hitter. He had a lot of powewer that came from his total commitment
each time he swung the bat. When he connectedsitoneathtaking, but he was highly
inconsistent.

It's true that he could consume astounding amooiliguor and unheard-of amounts of
food. After a huge meal, he could eat one or mdrelevpies for dessert. But he could also
discipline himself when he had to. Many wintersweoeked out the entire off-season at the gym
to become more fit. In fact, after the 1925 seawdren it looked as though he was washed up,
he really committed himself to getting in shapej @worked. From 1926 through 1931, he
batted .354, averaging 50 home runs a year andutsbbatted in. Robert Creamer, his



biographer, says, “Ruth put on the finest displagustained hitting that baseball has ever seen. .
.. From the ashes of 1925, Babe Ruth rose likezket.” Through discipline.

He also loved to practice. In fact, when he joitlelBoston Red Sox, the veterans
resented him for wanting to take batting practieerg day. He wasn'’t just a rookie; he was a
rookiepitcher.Who did he think he was, trying to take battinggtice? One time, later in his
career, he was disciplined and was banned fronmee g&hat was one thing. But they wouldn’t
let him practice, either, and thaally hurt.

Ty Cobb argued that being a pitcher helped Rutielde his hitting. Why would being a
pitcher help his batting? “He could experimenthe plate,” Cobb said. “No one cares much if a
pitcher strikes out or looks bad at bat, so Rutlicctake that big swing. If he missed, it didn’t
matter. . . . As time went on, he learned morerance about how to control that big swing and
put the wood on the ball. By the time he becamdltinhe outfielder, he was ready.”

Yet we cling fast to what Stephen Jay Gould c#tlse common view that ballplayers are
hunks of meat, naturally and effortlessly displayihe talents that nature provided.”

The Fastest Women on Earth

What about Wilma Rudolph, hailed as the fasteshamon earth after she won three
gold medals for sprints and relay in the 1960 R@hanpics? She was far from a physical
wonder as a youngster. She was a premature babiyémtieth of twenty-two children born to
her parents, and a constantly sick child. At foearg of age, she nearly died of a long struggle
with double pneumonia, scarlet fever, and polic&therging with a mostly paralyzed left leg.
Doctors gave her little hope of ever using it ag&or eight years, she vigorously pursued
physical therapy, until at age twelve she sheddwebrace and began to walk normally.

If this wasn't a lesson that physical skills cobkldeveloped, what was? She
immediately went and applied that lesson to bagliletind track, although she lost every race
she entered in her first official track meet. After incredible career, she said, “I just wanteo b
remembered as a hardworking lady.”

What about Jackie Joyner-Kersee, hailed as thetagiefemale athlete of all time?
Between 1985 and the beginning of 1996, she woryédaptathlon she competed in. What
exactly is a heptathlon? It's a grueling two-dagyen-part event consisting of a 100-meter
hurdles race, the high jump, the javelin throwp&-Eneter sprint, the long jump, the shotput, and
an 800-meter run. No wonder the winner gets todtled the best female athlete in the world.
Along the way, Joyner-Kersee earned the six highastes in the history of the sport, set world
records, and won two world championships as wethasOlympic gold medals (six if we count
the ones in other events).

Was she a natural? Talent she had, but when attedstrack, she finished in last place
for quite some time. The longer she worked, theefashe got, but she still didn’t win any races.
Finally, she began to win. What changed? “Some traghbute my transformation to the laws
of heredity. . . . But | think it was my reward falf those hours of work on the bridle path, the
neighborhood sidewalks and the schoolhouse cositior

Sharing the secret of her continued success,astse ‘Shere is something about seeing
myself improve that motivates and excites me.thi&t way now, after six Olympic medals and
five world records. And it was the way | was inipmhigh, just starting to enter track meets.”

Her last two medals (a world-championship and mpic medal) came during an
asthma attack and a severe, painful hamstringyinjuwas not natural talent taking its course. It
was mindset having its say.

Naturals Shouldn’t Need Effort



Did you know there was once a strong belief tloat gouldn’t physically train for golf,
and that if you built your strength you would lggrir “touch”? Until Tiger Woods came along
with his workout regimes and fierce practice hahitd won every tournament there was to win.

In some cultures, people who tried to go beyoridt thatural talent through training
received sharp disapproval. You were supposeddepagour station in life. These cultures
would have hated Maury Wills. Wills was an eagesdixall player in the 1950s and '60s with a
dream to be a major leaguer. His problem was tisahitting wasn’t good enough, so when the
Dodgers signed him, they sent him down to the mieagues. He proudly announced to his
friends, “In two years, I’'m going to be in Brooklyaying with Jackie Robinson.”

He was wrong. Despite his optimistic predictionl gnueling daily practice, he
languished in the minors for eight and a half yeAtgshe seven-and-a-half-year mark, the team
manager made a batting suggestion, telling WiNgu’re in a seven-and-a-half-year slump, you
have nothing to lose.” Shortly thereafter, whenDiwelger shortstop broke his toe, Wills was
called up. He had his chance.

His batting wastill not good enough. Not ready to give up, he wetiteédirst-base
coach for help; they worked together several hautay aside from Wills’s regular practice. Still
not good enough. Even the gritty Wills was now setdquit, but the first-base coach refused to
let him. Now that the mechanics were in place, $\ikeded work on his mind.

He began to hit—and, with his great speed, herbegateal bases. He studied the throws
of the opposing pitchers and catchers, figuringtbatbest moment to steal a base. He developed
sudden, powerful takeoffs and effective slides. $tesaling began to distract the pitchers, throw
off the catchers, and thrill the fans. Wills wentto break Ty Cobb’s record for stolen bases, a
record unchallenged for forty-seven years. Thas@@ahe was voted the most valuable player in
the National League.

Sports 1Q

You would think the sports world woulthveto see the relation between practice and
improvement—and between the mind and performancel-stop harping so much on innate
physical talent. Yet it's almost as if they refusesee. Perhaps it's because, as Malcolm
Gladwell suggests, people prize natural endowmesit earned ability. As much as our culture
talks about individual effort and self-improvemeti¢éep down, he argues, we revere the naturals.
We like to think of our champions and idols as shpmes who were born different from us. We
don't like to think of them as relatively ordingpgople who made themselves extraordinary.
Why not? To me that is so much more amazing.

Even when experts are willing to recognize the wdlthe mind, they continue to insist
that it's all innate!

This really hit me when | came upon an articlewatdarshall Faulk, the great running
back for the St. Louis Rams football team. Faulé just become the first player to gain a
combined two thousand rushing and receiving yardeur consecutive seasons.

The article, written on the eve of the 2002 Stpaw!, talked about Faulk’s uncanny
skill at knowing where every player on the fieldeésen in the swirling chaos of twenty-two
running and falling players. He not only knows wédrey are, but he also knows what they are
doing, and what they asboutto do. According to his teammates, he’s never gron

Incredible. How does he do it? As Faulk tellh&,spent years and years watching
football. In high school he even got a job as &daak vendor, which he hated, in order to watch
pro football. As he watched, he was always asKiegquestiotwWhy?:“Why are we running this
play?” “Why are we attacking it this way?” “Why ateey doing that?” “Why are they doing



this?” “That question,” Faulk says, “basically gog¢ involved in football in a more in-depth
way.” As a pro, he never stopped asking why andipgdeeper into the workings of the game.

Clearly, Faulk himself sees his skills as the poaaf his insatiable curiosity and study.

How do players and coaches see it? As a gift. S6all has the highest football 1Q of
any position player I've ever played with,” saygederan teammate. Other teammates describe
his ability to recognize defensive alignments flesdly as a “savant’s gift.” In awe of his array
of skills, one coach explained: “It takes a venydte football intelligence to do all that.”

“CHARACTER”

But aren’t there some naturals, athletes whoyeaiém to have “it” from the start? Yes,
and as it was for Billy Beane and John McEnroe,etomes it's a curse. With all the praise for
their talent and with how little they've neededntork or stretch themselves, they can easily fall
into a fixed mindset. Bruce Jenner, 1976 Olympilc goedalist in the decathlon, says, “If |
wasn't dyslexic, | probably wouldn’'t have won thar@es. If | had been a better reader, then that
would have come easily, sports would have coméyeasi and | never would have realized that
the way you get ahead in life is hard work.”

The naturals, carried away with their superioritgn’t learn how to work hard or how to
cope with setbacks. This is the story of Pedro Megt the brilliant pitcher then with the Boston
Red Sox, who self-destructed when they needed tost.rBut it's an even larger story too, a
story about character.

A group of sportswriters frorihe New York TimemndThe Boston Globeere on the
Delta shuttle to Boston. So was I. They were head&hme 3 of the 2003 American League
play-off series between the New York Yankees aedBbston Red Sox. They were talking
about character, and they all agreed—the Bostaemsreluctantly—that the Yankees had it.

Among other things, they remembered what the Yeskead done for New York two
years before. It was October 2001, and New Yorkatkjust lived through September 11. | was
there and we were devastated. We needed someTopeity needed the Yankees to go for
it—to go for the World Series. But the Yankees haeld through it, too, and they were injured
and exhausted. They seemed to have nothing kéfin’'t know where they got it from, but they
dug down deep and they polished off one team aftether, each win bringing us a little bit
back to life, each one giving us a little more hégethe future. Fueled by our need, they became
the American League East champs, then the Amelieague champs, and then they were in the
World Series, where they made a valiant run andstrpulled it off. Everyone hates the
Yankees. It's the team the whole country rootsragjal grew up hating the Yankees, too, but
after that | had to love them. This is what thertgwriters meant by character.

Character, the sportswriters said. They know iemwthey see it—it’s the ability to dig
down and find the strength even when things aregyagainst you.

The very next day, Pedro Martinez, the dazzlingdwer-pampered Boston pitcher,
showed what character meant. By showing what it.isn

No one could have wanted this American League @@mship more than the Boston
Red Sox. They hadn’'t won a World Series in eigiig-fyears, ever since the curse of the
Bambino—that is, ever since Sox owner Harry Frazde Babe Ruth to the Yankees for money
to finance a Broadway show. It was bad enoughhtbatas selling the best left-handed pitcher
in baseball (which Ruth was at the time), but he s&lling him to the despised enemy.

The Yankees went on to dominate baseball, winnirsgemed, endless World Series.
Meanwhile Boston made it to four World Series aegesal play-offs, but they always lost. And
they always lost in the most tragic way possiblke cBming achingly near to victory and then



having a meltdown. Here, finally, was another cleatacfight off the cursand defeat their
archrivals. If they won, they would make that trapthe World Series and the Yankees would
stay home. Pedro Martinez was their hope. In fantjer in the season, he had cursed the curse.

Yet after pitching a beautiful game, Martinez wasng his lead and falling behind.
What did he do then? He hit a batter with the @&dirim Garcia), threatened to bean another
(Jorge Posada), and hurled a seventy-two-year-aldtmthe ground (Yankee coach Don
Zimmer).

As New York Timewriter Jack Curry wrote: “We knew we were goindhtove Pedro vs.
Roger [Clemens] on a memorable afternoon at FeriReal. . . . But no one expected to watch
Pedro against Garcia, Pedro against Posada, PgaireseZimmer.”

Even the Boston writers were aghast. Dan ShaugknestheGlobe,asked: “Which one
would you rather have now, Red Sox fans? Roger é&smwvho kept his composure and
behaved like a professional Saturday night, wintimgggame for his team despite his obvious
anger? Or Martinez, the baby who hits a guy aféeblows the lead, then points at his head and
at Yankees catcher Jorge Posada, threatening, r&¥aext’? . . . Red Sox fans don't like to hear
this, but Martinez was an embarrassment Saturaalyaalisgrace to baseball. He gets away with
it because he’s Pedro. And the Sox front officendgsmhim. Could Martinez one time stand up
and admit he’s wrong?”

Like Billy Beane, Pedro Martinez did not know htmtolerate frustration, did not know
how to dig down and turn an important setback artomportant win. Nor, like Billy Beane,
could he admit his faults and learn from them. Bgeahe threw his tantrum instead of doing the
job, the Yankees won the game and went on to vérptay-off by one game.

The sportswriters on the plane agreed that characall. But they confessed that they
didn’t understand where it comes from. Yet | thinknow we’re getting the idea that character
grows out of mindset.

We now know that there is a mindset in which pe@ve enmeshed in the idea of their
own talent and specialness. When things go wrdmy, lose their focus and their ability, putting
everything they want—and in this case, everythivggteam and the fans so desperately
want—in jeopardy.

We also know that there is a mindset that helppleecope well with setbacks, points
them to good strategies, and leads them to abein best interest.

Wait. The story’s not over. One year later, th& &od the Yankees went head-to-head
again. Whoever won four games out of the sevenavbelthe American League Champions and
would take that trip to the World Series. The Yakeon the first three games, and Boston’s
humiliating fate seemed sealed once again.

But that year Boston had put their prima donnasatice. They traded one, tried to trade
another (no one wanted him), and sent out the rges3ais is a team, not a bunch of stars. We
work hard for each other.

Four games later, the Boston Red Sox were the ikaret. eague Champions. And then
the World Champions. It was the first time sinc@4 $hat Boston had beaten the Yankees in a
championship series, showing two things. First; tha curse was over. And second, that
character can be learned.

More About Character

Let’s take it from the top with Pete Sampras drelgrowth mindset. In 2000, Sampras
was at Wimbledon, trying for his thirteenth Grandr tennis victory. If he won, he would
break Roy Emerson’s record of twelve wins in toprt@ments. Although Sampras managed to



make it to the finals, he had not played that wethe tournament and was not optimistic about
his chances against the young, powerful Patrickdraf

Sampras lost the first set, and was about totleseecond set. He was down 4-1 in the
tiebreaker. Even he said, “I really felt like it svalipping away.” What would McEnroe have
done? What would Pedro Martinez have done? Wha$didpras do?

As William Rhoden puts it, “He . . . searched ddirame of reference that could carry
him through.” Sampras says, “When you're sittinglo& changeover you think of past matches
that you've lost the first set . . . came back e the next three. There’s time. You reflect on
your past experiences, being able to get through it

Suddenly, Sampras had a five-point run. Then twoetmHe had won the second set and
he was alive.

“Last night,” Rhoden says, “Sampras displayedredlqualities of the hero: the loss in the
first set, vulnerability near defeat, then a conoélend a final triumph.”

Jackie Joyner-Kersee talked herself through damestattack during her last world
championship. She was in the 800-meter race, gtelent of the heptathlon, when she felt the
attack coming on. “Just keep pumping your armsg’isistructed herself. “It's not that bad, so
keep going. You can make it. You’re not going teda full-blown attack. You have enough air.
You've got this thing won. . . . Just run as hasd/au can in this last 200 meters, Jackie.” She
instructed herself all the way to victory. “I hateesay this is my greatest triumph, considering
the competition and the ups and downs | was gdirgugh. . . . If | really wanted it, | had to pull
it together.”

In her last Olympics, the dreaded thing happeAeskrious hamstring injury forced her
to drop out of the heptathlon. She was devast&ed.was no longer a contender in her signature
event, but would she be a contender in the longjarfew days later? Her first five jumps said
no. They were nowhere near medal level. But thi $ixmp won her a bronze medal, more
precious than her gold ones. “The strength for $hah jump came from my assorted
heartbreaks over the years . . . I'd collectedmllpains and turned them into one mighty
performance.”

Joyner-Kersee, too, displayed all the qualitiea bero: the loss, the vulnerability near
defeat, then a comeback and a final triumph.

Character, Heart, Will, and the Mind of a Champion

It goes by different names, but it's the sameghltis what makes you practice, and it's
what allows you to dig down and pull it out wheruymost need it.

Remember how McEnroe told us all the things theitwwrong to make him lose each
match he lost? There was the time it was cold haditme it was hot, the time he was jealous
and the times he was upset, and the many, manyg timevas distracted. But, as Billie Jean King
tells us, the mark of a champion is the abilityvia when things are not quite right—when
you're not playing well and your emotions are ria tight ones. Here’s how she learned what
being a champion meant.

King was in the finals at Forest Hills playing agd Margaret Smith (later Margaret
Smith Court), who was at the peak of her greatri€isg had played her more than a dozen
times and had beaten her only once. In the fitst8eg played fabulously. She didn’t miss a
volley and built a nice lead. Suddenly, the set axg. Smith had won it.

In the second set, King again built a commandaagl land was serving to win the set.
Before she knew it, Smith had won the set and tateim

At first, King was perplexed. She had never kailth a commanding lead in such an



important match. But then she haBareka!moment. All at once, she understood what a
champion was: someone who could raise their lefvelay when they needed to. When the
match is on the line, they suddenly “get arounddhimes tougher.”

Jackie Joyner-Kersee had lmreka!moment too. She was fifteen years old and
competing in the heptathlon at the AAU Junior OlyespEverything now depended on the last
event, the 800-meter race, an event she dreadedv&hexhausted and she was competing
against an expert distance runner whose timesathadver matched. She did this time. “| felt a
kind of high. I'd proven that I could win if | waed it badly enough. . . . That win showed me
that | could not only compete with the best atidatethe country, | couldill myself to win.”

Often called the best woman soccer player in tbddyMia Hamm says she was always
asked, “Mia, what is the most important thing faaecer player to have?” With no hesitation,
she answered, “Mental toughness.” And she didnam®ome innate trait. When eleven players
want to knock you down, when you're tired or injdy&hen the referees are against you, you
can't let any of it affect your focus. How do yoa that? You have tearn how. “It is,” said
Hamm, “one of the most difficult aspects of socmed the one | struggle with every game and
every practice.”

By the way, did Hamm think she was the greatesteslin the world? No. “And because
of that,” she said, “someday | just might be.”

In sports, there are always do-or-die situatisrigen a player must come through or it's
all over. Jack Nicklaus, the famed golfer, washiese situations many times in his long
professional career on the PGA Tour—where the tent rested on his making a must-have
shot. If you had to guess, how many of these stmtgou think he missed? The answer is one.
One!

That’s the championship mentality. It's how peopleo are not as talented as their
opponents win games. John Wooden, the legendaketiadl coach, tells one of my favorite
stories. Once, while Wooden was still a high sclooalch, a player was unhappy because he
wasn't included in the big games. The player, Edfieelski, begged Wooden to give him a
chance, and Wooden relented. “All right Eddie, da&d, “I'll give you a chance. I'll start you
against Fort Wayne Central tomorrow night.”

“Suddenly,” Wooden tells us, “I wondered wheresteovords came from.” Three teams
were locked in a battle for number one in Indianae-was his team and another was Fort
Wayne Central, tomorrow night’s team.

The next night, Wooden started Eddie. He figured Eddie would last at most a minute
or two, especially since he was up against FortWayArmstrong, the toughest player in the
state.

“Eddie literally took him apart,” Wooden reportérmstrong got the lowest point total
of his career. Eddie scored 12, and our team shelneebest balance of all season. . . . Butin
addition to his scoring, his defense, rebounding, glay-making were excellent.” Eddie never
sat out again and was named most valuable playéndmext two years.

All of these people had character. None of theougiht they were special people, born
with the right to win. They were people who workeatd, who learned how to keep their focus
under pressure, and who stretched beyond theinanglabilities when they had to.

Staying on Top

Character is what allows you to reach thedog stay thereDarryl Strawberry, Mike
Tyson, and Martina Hingis reached the top, but thidp't stay there. Isn’t that because they had
all kinds of personal problems and injuries? Yes, 9o have many other champions. Ben Hogan



was hit by a bus and was physically destroyedhbunade it back to the top.

“I believe ability can get you to the top,” saysach John Wooden, “but it takes character
to keep you there. . . . It's so easy to . . . belginking you can just ‘turn it on’ automatically,
without proper preparation. It takes real charatéeeep working as hard or even harder once
you're there. When you read about an athlete on tib@at wins over and over and over, remind
yourself, ‘More than ability, they have charactér.’

Let’s take an even deeper look at what characeamns, and how the growth mindset
creates it. Stuart Biddle and his colleagues measadolescents’ and young adults’ mindset
about athletic ability. Those with the fixed minteere the people who believed that:

“You have a certain level of ability in sports aymli cannot really do much to change
that level.”

“To be good at sports you need to be naturallyedif

In contrast, the people with the growth mindsetad that:

“How good you are at sports walwaysimprove if you work harder at it.”

“To be successful in sports, you need to learhrtees and skills and practice them
regularly.”

Those with the growth mindset were the ones wioevsl the most character or heart.
They were the ones who had the minds of champWhsit do | mean? Let’s look at the findings
from these sports researchers and see.

WHAT IS SUCCESS?

Finding #1: Those with the growth mindset foundcgss in doing their best, in learning
and improving. And this is exactly what we findtie champions.

“For me the joy of athletics has never residediimning,” Jackie Joyner-Kersee tells us,
“. .. I derive just as much happiness from thecpss as from the results. | don’t mind losing as
long as | see improvement or | feel I've done ai agl possibly could. If | lose, | just go back
to the track and work some more.”

This idea—that personal success is when you wouk rardest to become your
best—was central to John Wooden'’s life. In factsags, “there were many, many games that
gave me as much pleasure as any of the ten natibaaipionship games we won, simply
because we prepared fully and played near our kidéeel of ability.”

Tiger Woods and Mia Hamm are two of the fierceshpetitors who ever lived. They
love to win, but what counted most for them is ¢ffert they made even when they didn’t win.
They could be proud of that. McEnroe and Beanectcoat.

After the '98 Masters tournament, Woods was disappd that he did not repeat his win
of the previous year, but he felt good about histen finish: “I squeezed the towel dry this
week. I'm very proud of the way | hung in there.F &ter a British Open, where he finished
third: “Sometimes you get even more satisfactionabereating a score when things aren’t
completely perfect, when you’re not feeling so veddbut your swing.”

Tiger is a hugely ambitious man. He wants to leehisst, even the best ever. “But the
best me—that’s a little more important.”

Mia Hamm tells us, “After every game or practiégjou walk off the field knowing that
you gave everything you had, you will always beiangr.” Why did the country fall in love
with her team? “They saw that we truly love whatdweand that we gave everything we had to
each other and to each game.”

For those with the fixed mindset, success is abstablishing their superiority, pure and
simple. Being that somebody who is worthier thanribbodies. “There was a time—I'll admit



it,” McEnroe says, “when my head was so big it ddvdrely fit through the door.” Where’s the
talk about effort and personal best? There is ntBmne people don’t want to rehearse; they
just want to perform. Other people want to practideundred times first. I'm in the former
group.” Remember, in the fixed mindset, effortdd a cause for pride. It is something that casts
doubt on your talent.

WHAT IS FAILURE?

Finding #2: Those with the growth mindset fountbaeks motivating. They're
informative. They're a wake-up call.

Only once did Michael Jordan try to coast. It Weesyear he returned to the Bulls after
his stint in baseball, and he learned his lessha.Bulls were eliminated in the play-offs. “You
can't leave and think you can come back and domitias game. | will be physically and
mentally prepared from now on.” Truer words arelyaspoken. The Bulls won the NBA title
the next three years.

Michael Jordan embraced his failures. In facgne of his favorite ads for Nike, he says:
“I've missed more than nine thousand shots. I'st Bimost three hundred games. Twenty-six
times, I've been trusted to take the game-winnhmgf,sand missed.” You can be sure that each
time, he went back and practiced the shot a huntiress.

Here’s how Kareem Abdul-Jabbar, the great baskegilzger, reacted when college
basketball outlawed his signature shot, the duatle(Ireinstated). Many thought that would stop
his ascent to greatness. Instead, he worked twit@i@ on developing other shots: his bank shot
off the glass, his skyhook, and his turnaround jemple had absorbed the growth mindset from
Coach Wooden, and put it to good use.

In the fixed mindset, setbacks label you.

John McEnroe could never stand the thought ohtpdtven worse was the thought of
losing to someone who was a friend or relative.tThauld make him less special. For example,
he hoped desperately for his best friend, Petdos® in the finals at Maui after Peter had beaten
him in an earlier round. He wanted it so badly beldn’'t watch the match. Another time, he
played his brother Patrick in a finals in Chicagod said to himself, “God, if | lose to Patrick,
that’s it. I'm jumping off the Sears tower.”

Here’s how failure motivated him. In 1979, he gdymixed doubles at Wimbledon. He
didn’'t play mixed doubles again for twenty yeardiy® He and his partner lost in three straight
sets. Plus, McEnroe lost his serve twice, whil®ne else lost theirs even once. “That was the
ultimate embarrassment. | said, ‘That’s it. I'm aeplaying again. | can’t handle this.””

In 1981, McEnroe bought a beautiful black Les Rputar. That week, he went to see
Buddy Guy play at the Checkerboard Lounge in Clacéustead of feeling inspired to take
lessons or practice, McEnroe went home and smdskeglitar to pieces.

Here’s how failure motivated Sergio Garcia, anoti@den boy with mindset issues.
Garcia had taken the golf world by storm with hieag shots and his charming, boyish ways; he
seemed like a younger Tiger. But when his perfogednok a dive, so did his charm. He fired
caddie after caddie, blaming them for everythirgg thent wrong. He once blamed his shoe
when he slipped and missed a shot. To punish i, $te threw it and kicked it. Unfortunately,
he almost hit an official. These are the ingeni@medies for failure in the fixed mindset.

TAKING CHARGE OF SUCCESS

Finding #3: People with the growth mindset in $pgas in pre-med chemistry) took
charge of the processes that bring success—anchtiatain it.

How come Michael Jordan’s skill didn’t seem to ldexwith age? He did lose some



stamina and agility with age, but to compensateytked even harder on conditioning and on
his moves, like the turnaround jump shot and hisbrated fallaway jumper. He came into the
league as a slam-dunker and he left as the mogtletarplayer ever to grace the game.

Woods, too, takes charge of the process. Gakésd wayward lover. When you think
you've conquered her, she will certainly desert.y@utch Harmon, the renowned coach, says
“the golf swing is just about the farthest thingrfr a perfectible discipline in athletics. . . . The
most reliable swings are only relatively repeatableey never stop being works in progress.”
That's why even the biggest golf star wins onlyacfion of the time, and may not win for long
periods of time (which happened to Woods in the32&@d 2004 seasons). And that’s also why
taking charge of the process is so crucial.

With this in mind, Tiger's dad made sure to tehth how to manage his attention and
his course strategy. Mr. Woods would make loudes@ throw things just as little Tiger was
about to swing. This helped him become less dishiac (Do we know someone else who could
have profited from this training?) When Tiger wheee years old, his dad was already teaching
him to think about course management. After Tigewd the ball behind a big clump of trees,
Mr. Woods asked the toddler what his plan was.

Woods carries on what his dad started by takimgrobof all parts of his game. He
experiments constantly with what works and whatsddebut he also has a long-term plan that
guides him: “I know my game. | know what | wantachieve, | know how to get there.”

Like Michael Jordan, Woods manages his motivatitendoes this by making his
practice into fun: “I love working on shots, cargithem this way and that, and proving to
myself that | can hit a certain shot on commandtiAe does it by thinking of a rival out there
somewhere who will challenge him: “He’s twelve.ave to give myself a reason to work so
hard. He’s out there somewhere. He’s twelve.”

Mark O’Meara, Woods'’s golf partner and friend, leachoice. It's not easy to play
beside someone as extraordinary as Woods. O’Meehaise was this: He could feel jealous of
and diminished by Woods’s superior play, or he ddeiarn from it. He chose the latter path.
O’Meara was one of those talented players who nesemed to fulfill his potential. His
choice—to take charge of his game—turned him around

At the age of twenty-one, Woods had won the Masteurnament. That night, he slept
with his arms around his prize, the famous greekgt One year later, he put a green jacket on
Mark O’'Meara.

From McEnroe, we hear little talk of taking corntid/hen he was on top, we hear little
mention of working on his game to stay on top. Wherwas doing poorly, we hear little
self-reflection or analysis (except to pin the bégntor example, when he didn’'t do as well as
expected for part of ‘82, we hear that “little thgnhappened that kept me off my game for weeks
at a time and prevented me from dominating the.'tour

Always a victim of outside forces. Why didn't ke charge and learn how to perform
well in spite of them? That’s not the way of theefil mindset. In fact, rather than combating
those forces or fixing his problems, he tells usvished he played a team sport, so he could
conceal his flaws: “If you're not at your peak, yoan hide it so much easier in a team sport.”

McEnroe also admits that his on-court temper temgrwere often a cover for choking
and only made things worse. So what did he do?iNgtkle wished someone else would do it
for him. “When you can’t control yourself, you wasdmeone to do it for you—that's where |
acutely missed being part of a team sport. . opfewould have worked with me, coached me.”

Or: “The system let me get away with more and morel really liked it less and less.”



He got mad at the system! Hi there, John. Thisyeas life. Ever think of taking responsibility?
No, because in the fixed mindset, you don't taketiol of your abilities and your
motivation. You look for your talent to carry yduroéugh, and when it doesn’t, well then, what

else could you have done? You are not a work igness, you're a finished product. And
finished products have to protect themselves, lanzen blame. Everything but take charge.

WHAT DOES IT MEAN TO BE A STAR?

Does a star have less responsibility to the téwam bther players? Is it just their role to
be great and win games? Or does a star hmereresponsibility than others? What does Michael
Jordan think?

“In our society sometimes it's hard to come tggnvith filling a role instead of trying to
be a superstar,” says Jordan. A superstar’s talentvin games, but it's teamwork that wins
championships.

Coach John Wooden claims he was tactically aradegfically average. So how did he
win ten national championships? One of the maisaes, he tells us, is because he was good at
getting players to fill roles as part ofeam.”l believe, for example, | could have made Kareem
[Abdul-Jabbar] the greatest scorer in college Iystbcould have done that by developing the
team around that ability of his. Would we have whnee national championships while he was
at UCLA? Never.”

In the fixed mindset, athletes want to validatrtbalent. This means acting like a
superstar, not “just” a team member. But, as watrB Martinez, this mindset works against the
important victories they want to achieve.

A telling tale is the story of Patrick Ewing, whould have been a basketball champion.
The year Ewing was a draft pick—by far the mostitaxg pick of the year—the Knicks won the
lottery and to their joy got to select Ewing foethteam. They now had “twin towers,” the
seven-foot Ewing and the seven-foot Bill Cartwrigheir high-scoring center. They had a
chance to do it all.

They just needed Ewing to be the power forwardwiden’'t happy with that. Center is
the star position. And maybe he wasn't sure hectchitlthe outside shots that a power forward
has to hit. What if he had really given his all¢arn that position? (Alex Rodriguez, the best
shortstop in baseball, agreed to play third basenwte joined the Yankees. He had to retrain
himself and, for a while, he wasn't all he had beérstead, Cartwright was sent to the Bulls,
and Ewing’s Knicks never won a championship.

Then there is the tale of the football player Keaxn Johnson, another immensely
talented player who was devoted to validating s greatness. When asked before a game
how he compared to a star player on the opposarg,tee replied, “You're trying to compare a
flashlight to a star. Flashlights only last so IoAgstar is in the sky forever.”

Was he a team player? “I am a team player, bushnmdividual first. . . . | have to be
the No. 1 guy with the football. Not No. 2 or No.I8I'm not the No. 1 guy, I'm no good to you.
| can’t really help you.” What dogkat mean? For his definition &ééam playerJohnson was
traded by the Jets, and, after that, deactivatatidoifampa Bay Buccaneers.

I've noticed an interesting thing. When some ptayers are interviewed after a game,
they saywe. They are part of the team and they think of théwesethat way. When others are
interviewed, they salyand they refer to their teammates as something xpen
themselves—as people who are privileged to padieip their greatness.

Every Sport Is a Team Sport

You know, just about every sport is in some sentEm sport. No one does it alone.



Even in individual sports, like tennis or golf, gtathletes have a team—coaches, trainers,
caddies, managers, mentors. This really hit me whead about Diana Nyad, the woman who
holds the world’s record for open-water swimmingha/could be more of a lone sport than
swimming? All right, maybe you need a little rowbt@follow you and make sure you’re okay.

When Nyad hatched her plan, the open-water swigmgnord for both men and women
was sixty miles. She wanted to swim one hundreterAhonths of arduous training, she was
ready. But with her went a team of guides (for neiag the winds and the current, and
watching for obstacles), divers (looking for shdyRéASA experts (for guidance on nutrition
and endurance—she needed eleven hundred caloribsyreand she lost twenty-nine pounds on
the trip!), and trainers who talked her throughamtoollable shivers, nausea, hallucinations, and
despair. Her new record—102.5 miles—stands todays It is her name in the record books, but
it took fifty-one other people to do it.

HEARING THE MINDSETS

You can already hear the mindsets in young athléisten for them.

It's 2004. Iciss Tillis is a college basketbahrsta six-foot-five forward for the Duke
University women’s basketball team. She has a pabfi her father, James “Quick” Tillis, taped
to her locker as a motivator. “But the picture @ a tribute,” says sportswriter Viv Bernstein. “It
is a reminder of all Tillis hopes she will never’be

Quick Tillis was a contender in the 1980s. In 'Bé,boxed for the world heavyweight
title; in 85, he was in the movi€he Color Purplgas a boxer); and in '86, he was the first boxer
to go the distance (ten rounds) with Mike Tysont Beinever made it to the top.

Iciss Tillis, who is a senior, says, “This is §ear to win a national championship. | just
feel like I'd be such a failure . . . [I'd] feekie I'm regressing back and I’'m going to end up like
my dad: a nobody.”

Uh-oh, it's the somebody—nobody syndrotfi¢.win, I'll be somebody; if | lose I'll be
nobody.

Tillis’s anger at her father may be justified—Hmmadoned her as a child. But this
thinking is getting in her way. “Perhaps nobodediss that combination of size, skill,
quickness, and vision in the women'’s college garsays Bernstein. “Yet few would rate Tillis
ahead of the top two players in the country: Cotioets Diana Taurasi and [Duke’s Alana]
Beard.” Tillis’s performance often fails to matcértability.

She’s frustrated that people have high expectafionher and want her to play better. “I
feel like 1 have to come out and have a triple-deydouble digits in points scored, rebounds,
and assists], dunk the ball over-the-head 360 flgaur feet, turn completely around in the air,
and slam the ball into the basket] and maybe pespllée like, ‘Oh, she not that bad.” ”

| don't think people want the impossible. | thithley just want to see her use her
wonderful talent to the utmost. | think they wast o develop the skills she needs to reach her
goals.

Worrying about being a nobody is not the mindeat tnotivates and sustains champions.
(Hard as it is, perhaps Tillis should admire thet that her father went for it, instead of being
contemptuous that he didn’'t quite make it.) Somémdre not determined by whether they won
or lost. Somebodies are people who go for it witlthey have. If you go for it with all you have,
Iciss Tillis—not just in the games, but in practtoe—you will already be a somebody.

Here’s the other mindset. It's six-foot-three Cacel Parker, then a seventeen-year-old
senior at Naperville Central High near Chicago, wias going to Tennessee to play for the
Lady Vols and their great coach, Pat Summitt.



Candace has a very different father from Icissaé who is teaching her a different
lesson: “If you work hard at something, you getwhat you put in.”

Several years before, when he was coach of her, teer dad lost his cool with her
during a tournament game. She was not going foreabeunds, she was shooting lazy shots from
the outside instead of using her height near tiskdiaand she was not exerting herself on
defense. “Now let’s go out and try harder!” So whappened? She went out and scored twenty
points in the second half, and had ten reboundsy Blew the other team away. “He lit a fire
under me. And | knew he was right.”

Candace lights the same fire unterselfnow. Rather than being content to be a star,
she looks to improve all the time. When she retdifinem knee surgery, she knew what she
needed to work on—her timing, nerves, and wind. kvher three-point shot went bad, she
asked her father to come to the gym to work oriti Wwer. “Whether it be in basketball or
everyday life,” she says, “nothing is promised.”

Only weeks later, the mindset prophecies weradireoming true. Two things
happened. One, sadly, is that Tillis’s team wasckad out of the championship. The other was
that Candace Parker became the first woman eweintthe basketball dunking
championship—against five men.

Character, heart, the mind of a champion. It'stwhakes great athletes and it’'s what
comes from the growth mindset with its focus orf-del/elopment, self-motivation, and
responsibility.

Even though the finest athletes are wildly contppetiand want to be the best, greatness
does not come from the ego of the fixed mindset) W somebody—nobody syndrome. Many
athletes with the fixed mindset may have been ‘iadgti—but you know what? As John
Wooden says, we can’t remember most of them.

Grow Your Mindsete re there sports you always assumed you're batvatl, maybe
you are, but then maybe you aren’t. It's not sommetlyou can know until you've put in a lot of
effort. Some of the world’s best athletes didrérsbut being that hot. If you have a passion for
a sport, put in the effort and see.« ometimesdenkteptionally endowed is a curse. These
athletes may stay in a fixed mindset and not copiewith adversity. Is there a sport that came
easily to you until you hit a wall? Try on the grtbwmindset and go for it again.e “Character” is
an important concept in the sports world, and ihes out of a growth mindset. Think about
times you’'ve needed to reach deep down insidefficalt sports matches. Think about the
growth-mindset champions from this chapter and tiey do it. What could you do next time to
make sure you're in a growth mindset in the pinctitetes with a growth mindset find success
in learning and improving, not just winning. Themagou can do this, the more rewarding
sports will be for you—and for those who play theith you!

Chapter 5

BUSINESS: MINDSET AND LEADERSHIP

ENRON AND THE TALENT MINDSET

In 2001 came the announcement that shocked theretepoorld. Enron—the corporate
poster child, the company of the future—had gorkyfg. What happened? How did such
spectacular promise turn into such a spectacutaistBr? Was it incompetence? Was it
corruption?

It was mindset. According to Malcolm Gladwell, timg in The New YorkerAmerican



corporations had become obsessed with talent. thdlee gurus at McKinsey & Company, the
premier management consulting firm in the countrgre insisting that corporate success today
requiresthe “talent mind-set.” Just as there are natunagports, they maintained, there are
naturals in business. Just as sports teams wige tivecks to sign outsized talent, so, too, should
corporations spare no expense in recruiting tafenthis is the secret weapon, the key to

beating the competition.

As Gladwell writes, “This ‘talent mind-set’ is tmew orthodoxy of American
management.” It created the blueprint for the Ernaliture—and sowed the seeds of its demise.

Enron recruited big talent, mostly people withdpiegrees, which is not in itself so bad.
It paid them big money, which is not that terridBeit by putting complete faith in talent, Enron
did a fatal thing: It created a culture that wop&hl talent, thereby forcing its employees to look
and act extraordinarily talented. Basically, itded them into the fixed mindset. And we know a
lot about that. We know from our studies that peapith the fixed mindset do not admit and
correct their deficiencies.

Remember the study where we interviewed studeots fhe University of Hong Kong,
where everything is in English? Students with fked mindset were so worried about appearing
deficient that they refused to take a course tlmtldvimprove their English. They did not live in
a psychological world where they could take ths&.ri

And remember how we put students into a fixed s@tdby praising their
intelligence—much as Enron had done with its stapleyees? Later, after some hard problems,
we asked the students to write a letter to someoarother school describing their experience
in our study. When we read their letters, we wéiecked: Almost 40 percent of them had lied
about their scores—always in the upward direcftidre fixed mindset had made a flaw
intolerable.

Gladwell concludes that when people live in anilmmment that esteems them for their
innate talent, they have grave difficulty when theiage is threatened: “They will not take the
remedial course. They will not stand up to investond the public and admit that they were
wrong. They'd sooner lie.”

Obviously, a company that cannot self-correct catimrive.

If Enron was done in by its fixed mindset, doe®liow that companies that thrive have a
growth mindset? Let’s see.

ORGANIZATIONS THAT GROW

Jim Collins set out to discover what made somepaones move from being good to
being great. What was it that allowed them to ntakedeap to greatness—and stay there—while
other, comparable companies just held steady atgoo

To answer this question, he and his research észalbarked on a five-year study. They
selected eleven companies whose stock returnskyaac&eted relative to other companies in
their industry, and who had maintained this edgeafdeast fifteen years. They matched each
company to another one in the same industry théshmilar resources, but did not make the
leap. He also studied a third group of companiassdhat had made a leap from good to great
but did not sustain it.

What distinguished the thriving companies fromakigers? There were several important
factors, as Collins reports in his bo@god to Greatbut one that was absolutely key was the
type of leader whin every casdéed the company into greatness. These were not the
larger-than-life, charismatic types who oozed egd self-proclaimed talent. They were
self-effacing people who constantly asked questatshad the ability to confront the most



brutal answers—that is, to look failures in thesfagven their own, while maintaining faith that
they would succeed in the end.

Does this sound familiar? Collins wonders whyéfiective leaders have these particular
gualities. And why these qualities go togethentlag they do. And how these leaders came to
acquire them. But we know. They have the growthdsét. They believe in human
development. And these are the hallmarks:

They’re not constantly trying to prove they're teethan others. For example, they don’t
highlight the pecking order with themselves atttiy®g they don't claim credit for other people’s
contributions, and they don’t undermine othersei powerful.

Instead, they are constantly tryingaprove.They surround themselves with the most
able people they can find, they look squarely airtown mistakes and deficiencies, and they ask
frankly what skills they and the company will needhe future. And because of this, they can
move forward with confidence that's grounded infifets, not built on fantasies about their
talent.

Collins reports that Alan Wurtzel, the CEO of thant electronics chain Circuit City,
held debates in his boardroom. Rather than sinmpilyg to impress his board of directors, he
used them to learn. With his executive team as, \Welquestioned, debated, prodded until he
slowly gained a clearer picture of where the congpaas and where it needed to go. “They used
to call me the prosecutor, because | would hor@ia question,” Wurtzel told Collins. “You
know, like a bulldog. | wouldn't let go until | uedstood. Why, why, why?”

Wourtzel considered himself a “plow horse,” a handking, no-nonsense normal kind of
guy, but he took a company that was close to baméyuand over the next fifteen years turned it
into one that delivered the highest total returitdstockholders of any firm on the New York
Stock Exchange.

A STUDY OF MINDSET AND MANAGEMENT DECISIONS

Robert Wood and Albert Bandura did a fascinatioglyg with graduate students in
business, many of whom had management experiemtieeir study, thegreatedEnron-type
managers and Wurtzel-type managers by putting peofd different mindsets.

Wood and Bandura gave these budding businessrtead®mplex management task in
which they had to run a simulated organizatioryraifure company. In this computerized task,
they had to place employees in the right jobs awildg how best to guide and motivate these
workers. To discover the best ways, they had tp keeising their decisions based on the
feedback they got about employee productivity.

The researchers divided the business studentsantgroups. One group was given a
fixed mindset. They were told that the task meastineir basic, underlying capabilities. The
higher their capacity, the better their performanides other group was given a growth mindset.
They were told that management skills were develdpbmugh practice and that the task would
give them an opportunity to cultivate these skills.

The task was hard because students were giverphagliction standards to meet,
and—especially in their early attempts—they fethrshAs at Enron, those with the fixed
mindset did not profit from their mistakes.

But those with the growth mindset kept on learniMgt worried about measuring—or
protecting—their fixed abilities, they looked ditlycat their mistakes, used the feedback, and
altered their strategies accordingly. They becaetieband better at understanding how to
deploy and motivate their workers, and their prdigity kept pace. In fact, they ended up way
more productive than those with the fixed mindgébat’s more, throughout this rather grueling



task, they maintained a healthy sense of confidefloey operated like Alan Wurtzel.

LEADERSHIP AND THE FIXED MINDSET

In contrast to Alan Wurtzel, the leaders of Calgncomparison companies had every
symptom of the fixed mindset writ large.

Fixed-mindset leaders, like fixed-mindset peoplgeneral, live in a world where some
people are superior and some are inferior. Theyt nepeatedly affirm that they are superior,
and the company is simply a platform for this.

Collins’s comparison leaders were typically conmeer with their “reputation for personal
greatness”—so much so that they often set the coynpa to fail when their regime ended. As
Collins puts it, “After all, what better testameatyour own personal greatness than that the
place falls apart after you leave?”

In more than two-thirds of these leaders, theaieters saw a “gargantuan personal ego”
that either hastened the demise of the compangmtriksecond-rate. Once such leader was Lee
lacocca, head of Chrysler, who achieved a miracutotnaround for his company, then spent so
much time grooming his fame that in the second dfdfis tenure, the company plunged back
into mediocrity.

Many of these comparison companies operated oh @dilins calls a “genius with a
thousand helpers” model. Instead of building amasxtliinary management team like the
good-to-great companies, they operated on thedimeediset premise that great geniuses do not
need great teams. They just need little helpecaty out their brilliant ideas.

Don't forget that these great geniuses dw@htgreat teams, either. Fixed-mindset
people want to be the only big fish so that whezyttompare themselves to those around them,
they can feel a cut above the rest. In not onebsagoaphy of a fixed-mindset CEO did | read
much about mentoring or employee development progrén every growth-mindset
autobiography, there was deep concern with perdal@velopment and extensive discussion of
it.

Finally, as with Enron, the geniuses refused ¢k lat their deficiencies. Says Collins:
The good-to-great Kroger grocery chain looked bisaaéethe danger signs in the 1970s—signs
that the old-fashioned grocery store was becomitige. Meanwhile, its counterpart, A&P,
once the largest retailing organization in the woshut its eyes. For example, when A&P
opened a new kind of store, a superstore, an@ied to be more successful than the old kind,
they closed it down. It was not what they wantefi¢ar. In contrast, Kroger eliminated or
changed every single store that did not fit the saperstore model and by the end of the 1990s
it had become the number one grocery chain indbetcy.

CEOs and the Big Ego

How did CEO andgargantuan egdecome synonymous? If it's the more self-effacing
growth-minded people who are the true shepherdsdoftry, why are so many companies out
looking for larger-than-life leaders—even when thiesaders may in the end be more committed
to themselves than to the company?

Blame lacocca. According to James Surowiecki,imgitn Slate,lacocca’s rise to
prominence was a turning point for American bussn&efore him, the days of tycoons and
moguls seemed long past. In the public’s m@BEO meant “a buttoned-down organization man,
well-treated and well-paid, but essentially bland aharacterless.” With lacocca, all of that
changed. Business journalists began dubbing exesutihe next J. P. Morgan” or “the next
Henry Ford.” And fixed-mindset executives startgthy for those labels.

Surowiecki even traces the recent corporate s¢sutaléhis change, for as the trend



continued, CEOs became superheroes. But the petjl@reen their egos and look for the next
self-image boost are not the same people who flstgrterm corporate health.

Maybe lacocca is just a charismatic guy who, fikek and roll, is being blamed for the
demise of civilization. Is that fair? Let’s look laitn more closely. And let’s look at some other
fixed-mindset CEOs: Albert Dunlap of Scott Papett &unbeam; Jerry Levin and Steve Case of
AOL Time Warner; and Kenneth Lay and Jeffrey Skdliof Enron.

You'll see they all start with the belief that seeople are superior; they all have the
need to prove and displéyeir superiority; they all use their subordinates &df¢his need,
rather than fostering the development of their vwoskand they all end by sacrificing their
companies to this need. The fixed mindset helpshderstand where gargantuan egos come
from, how they operate, and why they become sdHating.

FIXED-MINDSET LEADERS IN ACTION

lacocca: I'm a Hero

Warren Bennis, the leadership guru, studied theédgogreatest corporate leaders. These
great leaders said they didn’t set out to be leadédrey’d had no interest in proving themselves.
They just did what they loved—with tremendous diwel enthusiasm—and it led where it led.

lacocca wasn't like that. Yes, he loved the caifess, but more than anything he
yearned to be a muckamuck at Ford. He craved thewagl of Henry Ford Il and the royal
trappings of office. These were the things he cowdsure himself by, the things that would
prove he was somebody. | use the teogal with good reason. lacocca tells us the Glass House
Ford corporate headquarters, was a palace and Hendywas the king. What's more, “If Henry
was king, | was the crown prince.” “| was His Majgés special protégé.” “All of us . . . lived the
good life in the royal court. We were part of soneg beyond first class—royal class. . . .

White coated waiters were on call throughout thg dad we all ate lunch together in the
executive dining room . . . Dover sole was flowreofrom England on a daily basis.”

lacocca achieved great things at Ford, like nimguand promoting the Ford Mustang,
and he dreamed of succeeding Henry Ford as thed@B@ company. But Henry Ford had
other ideas and, much to lacocca’s shock and hegeyentually forced lacocca out. It's
interesting that lacocca was shocked and that Hred an enduring rage against Henry Ford.
After all, he had seen Henry Ford fire top peoplal he, lacocca, had used the ax quite liberally
on others. He knew the corporate game. Yet higlifmendset clouded his vision: “| had always
clung to the idea that | was different, that somvehwas smarter or luckiethan the rest. |
didn’t think it would ever happen to me.” (Italiasided.)

His belief in his inherent superiority had blind@dh. Now the other side of the fixed
mindset kicked in. He wondered whether Henry Fad tietected a flaw in him. Maybe he
wasn’t superior after all. And that's why he coutdet go. Years later, his second wife told him
to get over it. “You don't realize what a favor Hgrrord did for you. Getting fired from Ford
brought you to greatness. You're richer, more fasnand more influential because of Henry
Ford. Thank him.” Shortly thereafter, he divorcest.h

So the king who had defined him as competent asrtiny now rejected him as flawed.
With ferocious energy, lacocca applied himselft® thonumental task of saving face and, in the
process, Chrysler Motors. Chrysler, the once thgword rival, was on the brink of death, but
lacocca as its new CEO acted quickly to hire tgbtrpeople, bring out new models, and lobby
the government for bailout loans. Just a few ya#ies his humiliating exit from Ford, he was
able to write a triumphant autobiography and theitlare, “Today, I'm a hero.”

Within a short time, however, Chrysler was in til@uagain. lacocca’s fixed mindset



would not stay put. He needed to prove his greata¢s himself, to Henry Ford, to the
world—on a larger and larger scale. He spent hispamy time on things that would enhance his
public image, and he spent the company’s moneyiogs that would impress Wall Street and
hike up Chrysler’s stock prices. But he did thist@ad of investing in new car designs or
manufacturing improvements that would keep the aomgprofitable in the long run.

He also looked to history, to how he would be pdignd remembered. But he did not
address this concern by building the company. Qbgecontrary. According to one of his
biographers, he worried that his underlings migtitaggedit for successful new designs, so he
balked at approving them. He worried, as Chrys#iefed, that his underlings might be seen as
the new saviors, so he tried to get rid of themwideried that he would be written out of
Chrysler history, so he desperately hung on as @BE@after he had lost his effectiveness.

lacocca had a golden opportunity to make a diffeggto leave a great legacy. The
American auto industry was facing its biggest drade ever. Japanese imports were taking over
the American market. It was simple: They lookeddyetnd they ran better. lacocca’s own
people had done a detailed study of Honda, and meckdlent suggestions to him.

But rather than taking up the challenge and detigebetter cars, lacocca, mired in his
fixed mindset, delivered blame and excuses. He weiihe rampage, spewing angry diatribes
against the Japanese and demanding that the Ameyoe@rnment impose tariffs and quotas
that would stop them. In an editorial against l@eg€he New York Timescolded, “The solution
lies in making better cars in this country, noaingrier excuses about Japan.”

Nor was lacocca growing as a leader of his woddom fact, he was shrinking into the
insulated, petty, and punitive tyrant he had acdu$enry Ford of being. Not only was he firing
people who were critical of him, he’d done litttereward the workers who had sacrificed so
much to save the company. Even when the moneyallagyrin, he seemed to have little interest
in sharing it with them. Their pay remained low dheir working conditions remained poor. Yet
even when Chrysler was in trouble again, he maietha regal lifestyle. Two million dollars
were spent renovating his corporate suite at thieldvlain New York.

Finally, while there was still time to save Cheyslthe board of directors eased lacocca
out. They gave him a grand pension, showered hiitm stock options, and continued many of
his corporate perks. But he was beside himself wigfe, especially since his successor seemed
to be managing the company quite nicely. So indadregain the throne, he joined a hostile
takeover attempt, one that placed the future of/€lér at risk. It failed. But for many, the
suspicion that he put his ego before the welfatth®icompany was confirmed.

lacocca lived the fixed mindset. Although he gtdmbut loving the car business and
having breakthrough ideas, his need to prove Ipsrsurity started to dominate, eventually
killing his enjoyment and stifling his creativitgs time went on and he became less and less
responsive to challenges from competitors, he teddo the key weapons of the fixed
mindset—blame, excuses, and the stifling of crigind rivals.

And as is so often the case with the fixed mindsetause of these very things, lacocca
lost the validation he craved.

When students fail tests or athletes lose garnes|s them that they’ve dropped the ball.
But the power that CEOs wield allows them to createorld that caters night and day to their
need for validation. It allows them to surroundmiselves only with the good news of their
perfection and the company’s success, no mattet thhbavarning signs may be. This, as you
may recall, is CEO disease and a peril of the fixeudset.

You know, lately I've wondered whether lacocca resiperated from CEO disease.



He’s raising money (and giving a lot of his own) flenovative diabetes research. He’'s working
for the development of environment-friendly vehgcl®aybe, released from the task of trying to
prove himself, he’s now going for things he deem@iues.

Albert Dunlap: I'm a Superstar

Albert Dunlap saved dying companies, althoughioh suresavedis the right word. He
didn’t get them ready to thrive in the future. He# them ready to sell for a profit, for example
by firing thousands of workers. And profit he dite got a hundred million dollars from the
turnaround and sale of Scott Paper. One hundrdmibr little more than a year and a half of
work. “Did | earn it? Damn right | did. I'm a sustar in my field, much like Michael Jordan in
basketball and Bruce Springsteen in rock 'n’ roll.”

lacocca paid lip service to teamwork, the impareaaf the little guy, and other good
things. Albert Dunlap didn’t even pay lip servi¢d:you're in business, you’re in business for
one thing—to make money.”

He proudly reports an incident at an employee megeit Scott Paper. A woman stood up
and asked, “Now that the company is improving, warrestart charitable donations?” To which
he replied, “If you want to give on your own, tligyour business and | encourage you to do it.
But this company is here to make a buck. . . . di®wer, in a word, is no.”

I’m not here to argue that business isn’'t aboun@yo but | do want to ask: Why was
Dunlap so focused on it?

Let’s let him tell us. “Making my way in the worltecame a matter of self-respect for
me, of a kid trying to prove he was worth somethingdo this day, | feel | have to prove and
reprove myself.” And if he has to prove himself,fe=ds a yardstick. Employee satisfaction or
community responsibility or charitable contributsoare not good yardsticks. They cannot be
reduced to one number that represents his selfawBrit shareholder profits can.

In his own words, “The most ridiculous term hesrtboardrooms these days is
‘stakeholders.” The term refers to the employdles,community, and the other companies, such
as suppliers, that the company deals with. “Youtgaeasure success by the interest of multiple
stakeholders. Youan measure success by how the shareholder fares.”

The long haul held no interest for Dunlap. Rebdhrning about a company and figuring
out how to make it grow didn’t give him the big §l@f superhero juice. “Eventually, | have
gotten bored every place | have been.” In his btwdee is a whole chapter called “Impressing
the Analysts,” but there is no chapter about makimgisiness work. In other words, it's always
about Dunlap proving his genius.

Then in 1996, Dunlap took over Sunbeam. In higcglgChainsaw Al” style, he closed
or sold two-thirds of Sunbeam’s plants and firet bathe twelve thousand employees.
Ironically, the Sunbeam stock rose so high, itedihis plan to sell the company. It was too
expensive to buy! Uh-oh, now he had to run the aamgpNow he had to keep it profitable, or at
least looking profitable. But instead of turninghis staff or learning what to do, he inflated
revenues, fired people who questioned him, andreovep the increasingly dire straits his
company was in. Less than two years after thepelftaimed superstardom in his book (and
one year after an even more self-congratulatorigi@y), Dunlap fell apart and was kicked out.
As he left, Sunbeam was under investigation bySteurities and Exchange Commission and
was expected to be in technical default on a $illidrbbank loan.

Dunlap deeply misunderstood Michael Jordan anad@&&pringsteen. Both of these
superstars reached the pinnacle and stayed theng dme because they constantly dug down,
faced challenges, and kept growing. Al Dunlap thugat he was inherently superior, so he



opted out of the kind of learning that would haedped him succeed.

The Smartest Guys in the Room

Yes, it seems as though history led inevitablyfiacocca to the moguls of the 1990s,
and none more so than Kenneth Lay and Jeffreyigdilthe leaders of Enron.

Ken Lay, the company’s founder, chairman, and C&Dsidered himself a great
visionary. According to Bethany McLean and Petdirifl, authors oThe Smartest Guys in the
Room,Lay looked down his nose at the people who agtumdde the company run, much the
way a king might look at his serfs. He looked dawnRich Kinder, the Enron president, who
rolled up his sleeves and tried to make sure thepamy would reach its earning targets. Kinder
was the man who made Lay’s royal lifestyle possikiader was also the only person at the top
who constantly asked if they were fooling themsgiVAre we smoking our own dope? Are we
drinking our own whiskey?”

Naturally, his days were numbered. But in his ##@snd astute way, as he departed he
arranged to buy the one Enron asset that was inthekaluable, the energy pipelines—the asset
that Enron held in disdain. By the middle of 20B8)der’'s company had a market value of
seven billion dollars.

Even as Lay was consumed by his view of himsedftae regal manner in which he
wished to support it, he wanted to be seen as ad‘gnd thoughtful man” with a credo of
respect and integrity. Even as Enron merrily sudkedife out of its victims, he wrote to his
staff, “Ruthlessness, callousness and arroganceloslong here. . . . We work with customers
and prospects openly, honestly and sincerely.” Als lacocca and the others, the
perception—usually Wall Street’s perception—wasrajportant. The reality less so.

Right there with Lay was Jeff Skilling, succestoRich Kinder as president and chief
operating officer, and later the CEO. Skilling wen just smart, he was said to be “the smartest
person | ever met” and “incandescently brilliaié used his brainpower, however, not to learn
but to intimidate. When he thought he was smahtan bthers, which was almost always, he
treated them harshly. And anyone who disagreed hithwas just not bright enough to “get it.”
When a co-CEO with superb management skills waggdtroin to help Skilling during a hard
time in his life, Skilling was contemptuous of hifiRon doesn't get it.” When financial analysts
or Wall Street traders tried to press Skilling tolipyond his pat explanations, he treated them as
though they were stupid. “Well, it's so obvious.woan you not get it?” In most cases, the Wall
Street guys, ever concerned about their own irtielleade believe they got it.

As resident genius, Skilling had unlimited faithhis ideas. He had so much regard for
his ideas that he believed Enron should be abpeadaim profits as soon as he or his people
had the idea that might lead to profits. This radical extension of the fixed mindsbty genius
not only defines and validates me. It defines alidlates the company. It is what creates value.
My geniusds profit. Wow!

And in fact, this is how Enron came to operate Mkt ean and Elkind report, Enron
recorded “millions of dollars in profits on a busss before it had generated a penny in actual
revenues.” Of course, after the creative act nocamed about follow-through. That was beneath
them. So, often as not, the profit never occurlfegenius equaled profit, it didn’t matter that
Enron people sometimes wasted millions competirgrag each other. Said Amanda Martin, an
Enron executive, “To put one over on one of younavas a sign of creativity and greatness.”

Skilling not only thought he was smarter than geae else but, like lacocca, also
thought he was luckier. According to insiders, ih@ught he could beat the odds. Why should he
feel vulnerable? There was never anything wrongligk still does not admit that there was



anything wrong. The world simply didn’t get it.

Two Geniuses Collide

Resident geniuses almost brought down AOL and Waener, too. Steve Case of AOL
and Jerry Levin of Time Warner wets@o CEOs with the fixed mindset who merged their
companies. Can you see it coming?

Case and Levin had a lot in common. Both of theitivated an aura of supreme
intelligence. Both tried to intimidate people witkeir brilliance. And both were known to take
more credit than they deserved. As resident gesjussther wanted to hear complaints, and
both were ready to fire people who weren'’t “teaiaypls,” meaning people who wouldn’'t keep
up the facade that they had erected.

When the merger actually took place, AOL was ichsdebt that the merged company
was on the brink of ruin. You would think that ttsedo CEOs might work together, marshaling
their resources to save the company they creatstedd, Levin and Case scrambled for personal
power.

Levin was the first to fall. But Case was stilltitying to make things work. In fact,
when the new CEO, Richard Parsons, sent someone tofix AOL, Case was intensely
against it. If someone else fixed AOL, someone eigeld get the credit. As with lacocca, better
to let the company collapse than let another prbecerowned. When Case was finally
counseled to resign, he was furious. Like lacoheajenied all responsibility for the company’s
problems and vowed to get back at those who haduagainst him.

Because of the resident geniuses, AOL Time Waended the year 2002 with a loss of
almost one hundred billion dollars. It was the é&stgyearly loss in American history.

Invulnerable, Invincible, and Entitled

lacocca, Dunlap, Lay and Skilling, Case and LeVimey show what can happen when
people with the fixed mindset are put in chargearhpanies. In each case, a brilliant man put
his company in jeopardy because measuring himedlha legacy outweighed everything else.
They were not evil in the usual sense. They didettout to do harm. But at critical decision
points, they opted for what would make them feeldgand look good over what would serve the
longer-term corporate goals. Blame others, covetakes, pump up the stock prices, crush
rivals and critics, screw the little guy—these were standard operating procedures.

What is fascinating is that as they led their cames toward ruin, all of these leaders felt
invulnerable and invincible. In many cases, theyear highly competitive industries, facing
onslaughts from fierce rivals. But they lived idiferent reality.

It was a world of personal greatness and entitteni&enneth Lay felt a powerful sense
of entitlement. Even as he was getting millionganin compensation from Enron, he took large
personal loans from the company, gave jobs andadstto his relatives, and used the corporate
jets as his family fleet. Even during bad year€lattysler, lacocca threw lavish Christmas parties
for the company elite. At every party, as king phesented himself with an expensive gift, which
the executives were later billed for. Speaking a#dDL executives, a former official said,
“You're talking about men who thought they hadghtito anything.”

As these leaders cloaked themselves in the trgpmifhiroyalty, surrounded themselves
with flatterers who extolled their virtues, and fiidm problems, it is no wonder they felt
invincible. Their fixed mindset created a magidmea which the brilliance and perfection of
the king were constantly validated. Within that dsat, they were completely fulfilled. Why
would they want to step outside that realm to theeuglier reality of warts and failures?

As Morgan McCall, in his booKigh Flyers,points out, “Unfortunately, people oftéke



the things that work against their growth. . . ojfle like to use their strengths . . . to achieve
quick, dramatic results, even if . . . they arel@veloping the new skills they will need later on.
People like to believe they are as good as evergaye. . . and not take their weaknesses as
seriously as they might. People don't like to hesd news or get criticism. . . . There is
tremendous risk . . . in leaving what one does teedittempt to master something new.” And the
fixed mindset makes it seem all that much riskier.

Brutal Bosses

McCall goes on to point out that when leaders fleey are inherently better than others,
they may start to believe that the needs or feglofghe lesser people can be ignored. None of
our fixed-mindset leaders cared much about tHe by, and many were outright contemptuous
of those beneath them on the corporate ladder. &\bhmzs this lead? In the guise of “keeping
people on their toes,” these bosses may mistredtens

lacocca played painful games with his executiedeeep them off balance. Jerry Levin
of Time Warner was likened by his colleagues tolth#al Roman emperor Caligula. Skilling
was known for his harsh ridicule of those lessliigient than he.

Harvey Hornstein, an expert on corporate leadpystiites in his booBrutal Bosses
that this kind of abuse represents the bosseg'adésienhance their own feelings of power,
competence, and value at the subordinate’s exgdbdsg/ou remember in our studies how
people with the fixed mindset wanted to comparengeves with people who were worse off
than they were? The principle is the same, buktlean important difference: These bosses
have the power tmakepeople worse off. And when they do, they feeldretibout themselves.

Hornstein describes Paul Kazarian, the former @ESunbeam-Oster. He called himself
a “perfectionist,” but that was a euphemism ford'sdr.” He threw things at subordinates when
they upset him. One day, the comptroller, aftepldasing Mr. Kazarian, saw an orange juice
container flying toward him.

Sometimes the victims are people the bosses anside less talented. This can feed
their sense of superiority. But often the victinne themostcompetent people, because these are
the ones who pose the greatest threat to a fixedset boss. An engineer at a major aircraft
builder, interviewed by Hornstein, talked abouthiss: “His targets were usually those of us
who were most competent. | mean, if you're reatip@erned about our performance, you don'’t
pick on those who are performing best.” But if y@u'eally concerned about your competence,
you do.

When bosses mete out humiliation, a change conastioe place. Everything starts
revolving around pleasing the boss@nod to GreatCollins notes that in many of his
comparison companies (the ones that didn’t go fgood to great, or that went there and
declined again), the leader became the main théogle worried about. “The minute a leader
allows himself to become the primary reality peoptery about, rather than reality being the
primary reality, you have a recipe for mediocrity,worse.”

In the 1960s and '70s, the Chase Manhattan Baskwead by David Rockefeller, an
excessively controlling leader. According to Cdiliand Porras iBuilt to Last,his managers
lived day-to-day in fear of his disapproval. At tired of each day, they breathed a sigh of relief:
“Whew! One more day gone and I'm not in troubleve long past his heyday, senior managers
refused to venture a new idea because “David nmighlike it.” Ray Macdonald of Burroughs,
Collins and Porras report, publicly ridiculed maeeagfor mistakes to the point where he
inhibited them from innovating. As a result, eveough Burroughs was ahead of IBM in the
early stages of the computer industry, the compastyout. The same thing happened at Texas



Instruments, another leader in the exciting eaalysdof the computer. If they didn't like a
presentation, Mark Shepherd and Fred Bucy would lyahg on tables, insult the speaker, and
hurl things. No wonder their people lost their eptising spirit.

When bosses become controlling and abusive, thegyeryone into a fixed mindset.
This means that instead of learning, growing, anding the company forward, everyone starts
worrying about being judged. It starts with the d®s worry about being judged, but it winds up
being everybody’s fear about being judged. It'sdHar courage and innovation to survive a
companywide fixed mindset.

GROWTH-MINDSET LEADERS IN ACTION

Andrew Carnegie once said, “l wish to have as pitaph: ‘Here lies a man who was
wise enough to bring into his service men who kn@ve than he.”

Okay, let’'s open the windows and let some aiifime fixed mindset feels so stifling.
Even when those leaders are globe-trotting and dtaing with world figures, their world
seems so small and confining—because their mirelalarays on one thiny/alidate me!

When you enter the world of the growth-mindsetiezg, everything changes. It
brightens, it expands, it fills with energy, witbgsibility. You think,Gee, that seems like ful!
has never entered my mind to lead a corporationwhen | learned about what these leaders
had done, it sounded like the most exciting thmihie world.

I've chosen three of these leaders to exploreastiast to the fixed-mindset leaders. |
chose Jack Welch of General Electric because adaigjer-than-life figure with an ego he held
in check—not your straight-ahead naturally sel&eiiig growth-minded guy. And | chose Lou
Gerstner (the man who came in and saved IBM) anteAvulcahy (the woman who brought
Xerox back to life) as contrasts to Alfred Dunl#pe other turnaround expert.

Jack Welch, Lou Gerstner, and Anne Mulcahy are fascinating because they
transformed their companies. They did this by rmpbut the fixed mindset and putting a culture
of growth and teamwork in its place. With Gerstaed IBM, it's like watching Enron morph
into a growth-mindset mecca.

As growth-minded leaders, they start with a behdfiuman potential and
development—both their own and other people’s eladtof using the company as a vehicle for
their greatness, they use it as an engine of greMahthemselves, the employees, and the
company as a whole.

Warren Bennis has said that too many bosses mendand driving but going nowhere.
Not these people. They don't talk royalty. Thekalurney. An inclusive, learning-filled,
rollicking journey.

Jack: Listening, Crediting, Nurturing

When Jack Welch took over GE in 1980, the compeay valued at fourteen billion
dollars. Twenty years later, it was valued by VWileet at $490 billion. It was the most valuable
company in the world-ortunemagazine called Welch “the most widely admireddstd, and
imitated CEO of his time. . . . His total econonmpact is impossible to calculate but must be a
staggering multiple of his GE performance.”

But to me even more impressive was an op-ed pie€he New York Timdsy Steve
Bennett, the CEO of Intuit. “I learned about nuirtgremployees from my time at General
Electric from Jack Welch. . . . He'd go directlyttee front-line employee to figure out what was
going on. Sometime in the early 1990s, | saw hima factory where they made refrigerators in
Louisville. . . . He went right to the workers metassembly line to hear what they had to say. |
do frequent CEO chats with front-line employedsarned that from Jack.”



This vignette says a lot. Jack was obviously &/lgugy. An important guy. But he didn’t
run things like lacocca—from the luxurious corperbatadquarters where his most frequent
contacts were the white-gloved waiters. Welch net@pped visiting the factories and hearing
from the workers. These were people he respeaarhéd from, and, in turn, nurtured.

Then there is the emphasis on teamwork, not the FoRight away—right from the
“Dedication” and the “Author’s Note” of Welch’s aaliiography—you know something is
different. It's not the “I'm a hero” of Lee lacocoa the “I'm a superstar” of Alfred
Dunlap—although he could easily lay claim to both.

Instead, it’s “I hate having to use the first persNearly everything I've done in my life
has been accomplished with other people. . . sBleamember that every time you see the word
I in these pages, it refers to all those colleagmesfriends and some | might have missed.”

Or “[These people] filled my journey with greanfand learning. They often made me
look better than | am.”

Already we see thme me mef the validation-hungry CEO becoming tive andus of
the growth-minded leader.

Interestingly, before Welch could root the fixethaset out of the company, he had to
root it out of himself. And believe me, Welch habbag way to go. He was not always the
leader he learned to be. In 1971, Welch was bedngidered for a promotion when the head of
GE human resources wrote a cautioning memo. Helribs despite Welch’'s many strengths,
the appointment “carries with it more than the lislegree of risk.” He went on to say that
Welch was arrogant, couldn’t take criticism, an@el®ed too much on his talent instead of hard
work and his knowledgeable staff. Not good signs.

Fortunately, every time his success went to haslhbe got a wake-up call. One day,
young “Dr.” Welch, decked out in his fancy suittguto his new convertible. He proceeded to
put the top down and was promptly squirted withkdgrungy oil that ruined both his suit and
the paint job on his beloved car. “There | waspltimg | was larger than life, and smack came
the reminder that brought me back to reality. Is\a@agreat lesson.”

There is a whole chapter titled “Too Full of MyBelbout the time he was on an
acquisition roll and felt he could do no wrong. fhee bought Kidder, Peabody, a Wall Street
investment banking firm with an Enron-type cultutevas a disaster that lost hundreds of
millions of dollars for GE. “The Kidder experiennever left me.” It taught him that “there’s
only a razor’s edge between self-confidence andifubhis time hubris won and taught me a
lesson | would never forget.”

What he learned was this: True self-confidencéis courage to be open—to welcome
change and new ideas regardless of their sour@al $&lf-confidence is not reflected in a title,
an expensive suit, a fancy car, or a series ofisitiquns. It is reflected in your mindset: your
readiness to grow.

Well, humility is a start, but what about the mgement skills?

From his experiences, Welch learned more and adaoat the kind of manager he
wanted to be: a growth-minded manager—a guideaadge. When Welch was a young
engineer at GE, he caused a chemical explosiorbkatthe roof off the building he worked in.
Emotionally shaken by what happened, he nervouslyedthe hundred miles to company
headquarters to face the music and explain hinséife boss. But when he got there, the
treatment he received was understanding and supgatte never forgot it. “Charlie’s reaction
made a huge impression on me. . . . If we're margagood people who are clearly eating
themselves up over an error, our job is to helmth@ough it.”



He learned how to select people: for their mindset their pedigrees. Originally,
academic pedigrees impressed him. He hired engirfieen MIT, Princeton, and Caltech. But
after a while, he realized that wasn’t what countedentually | learned that | was really
looking for people who were filled with passion andesire to get things done. A resume didn’t
tell me much about that inner hunger.”

Then came a chance to become the CEO. Each dirée candidates had to convince
the reigning CEO he was best for the job. Welcharthe pitch on the basis of his capacity to
grow. He didn’t claim that he was a genius or tiatvas the greatest leader who ever lived. He
promised to develop. He got the job and made goodti®promise.

Immediately, he opened up dialogue and the charioehonest feedback. He quickly set
to work asking executives what they liked and Hesdi about the company and what they thought
needed changing. Boy, were they surprised. In faet;d been so used to kissing up to the
bosses that they couldn’t even get their mindsratdbese questions.

Then he spread the word: This company is abowttgranot self-importance.

He shut down elitism—quite the opposite of ouetixmindset leaders. One evening,
Welch addressed an elite executive club at GEwhaathe place for movers and shakers to see
and be seen. To their shock, he did not tell them Wwonderful they were. He told them, “I can’t
find any value in what you're doing.” Instead, Isked them to think of a role that made more
sense for them and for the company. A month l@terpresident of the club came to Welch with
a new idea: to turn the club into a force of comityuwolunteers. Twenty years later that
program, open to all employees, had forty-two tlamgsmembers. They were running mentoring
programs in inner-city schools and building pagtaygrounds, and libraries for communities in
need. They were now making a contribution to otrgnewth, not to their own egos.

He got rid of brutal bosses. lacocca toleratedearssh admired brutal bosses who could
make the workers produce. It served his bottom Mdelch admitted that he, too, had often
looked the other way. But in the organization hevmmvisioned, he could not do that. In front of
five hundred managers, “I explained why four cogperofficers were asked to leave during the
prior year—even though they delivered good finano&formance. . . . [They] were asked to go
because they didn't practice our values.” The apgilovay to foster productivity was now
through mentoring, not through terror.

And he rewarded teamwork rather than individualige For years, GE, like Enron, had
rewarded the single originator of an idea, but Mdeich wanted to reward the team that brought
the ideas to fruition. “As a result, leaders wareairaged to share the credit for ideas with their
teams rather than take full credit themselves.dtiena huge difference in how we all related to
one another.”

Jack Welch was not a perfect person, but he wastel@ to growth. This devotion kept
his ego in check, kept him connected to reality kept him in touch with his humanity. In the
end, it made his journey prosperous and fulfiliogthousands of people.

Lou: Rooting Out the Fixed Mindset

By the late 1980s, IBM had become Enron, with exeeption. The board of directors
knew it was in trouble.

It had a culture of smugness and elitism. Withim tcompany, it was the olfe are
royalty, but I'm more royal than you asyndrome. There was no teamwork, only turf wars.
There were deals but no follow-up. There was na@eonfor the customer. Yet this probably
wouldn’t have bothered anyone if business werarffesing.

In 1993, they turned to Lou Gerstner and askedtbilbre the new CEO. He said no. They



asked him again. “You owe it to America. We're gpto have President Clinton call and tell
you to take the job. Please, please, please. Weexantly the kind of strategy and culture
change you created at American Express and RJR.”

In the end he caved, although he can’t remembgr Btt IBM now had a leader who
believed in personal growth and in creating a cafgoculture that would foster it. How did he
produce it at IBM?

First, as Welch had done, he opened the chanhetsxamunication up and down the
company. Six days after he arrived, he sent a nteregery IBM worker, telling them: “Over
the next few months, | plan to visit as many of operations and offices as | can. And whenever
possible, | plan to meet with many of you to tabloat how together we can strengthen the
company.”

He dedicated his book to them: “This book is dat#d to the thousands of IBMers who
never gave up on their company, their colleagusd tlemselves. They are the real heroes of the
reinvention of IBM.”

As Welch had done, he attacked the elitism. LikeoB, the whole culture was about
grappling for personal status within the compangtdBer disbanded the management
committee, the ultimate power role for IBM execesyand often went outside the upper
echelons for expertise. From a growth mindsetngsonly the select few that have something
to offer. “Hierarchy means very little to me. Lepat together in meetings the people who can
help solve a problem, regardless of position.”

Then came teamwork. Gerstner fired politicianeséhwho indulged in internal intrigue,
and instead rewarded people who helped their qpllesa He stopped IBM sales divisions from
putting each other down to clients to win busirfesshemselves. He started basing executives’
bonuses more on IBM's overall performance and desthe performance of their individual
units. The message: We’'re not looking to crownva feinces; we need to work as a team.

As at Enron, the deal was the glamorous thingrésewas pedestrian. Gerstner was
appalled by the endless failure to follow throughdeals and decisions, and the company’s
unlimited tolerance of it. He demanded and inspbetier execution. Message: Genius is not
enough; we need to get the job done.

Finally, Gerstner focused on the customer. IBMauners felt betrayed and angry. IBM
was so into itself that it was no longer servingitttomputer needs. They were upset about
pricing. They were frustrated by the bureaucraddst. They were irritated that IBM was not
helping them to integrate their systems. At a nmgedf 175 chief information officers of the
largest U.S. companies, Gerstner announced thati®Md now put the customer first and
backed it up by announcing a drastic cut in themfiame computer prices. Message: We are
not hereditary royalty; we serve at the pleasureunfclients.

At the end of his first three arduous months, @Gersreceived his report card from Wall
Street: “[IBM stock] has done nothing, because & done nothing.”

Ticked off but undaunted, Gerstner continued hism@yalty campaign and brought IBM
back from its “near-death experience.” This wasdpnt. This is when Dunlap would have
taken his money and run. What lay ahead was the leaseler task of maintaining his policies
until IBM regained industry leadership. That was tharathon. By the time he gave IBM back to
the IBMers in March 2002, the stock had increasedhiue by 800 percent and IBM was
“number one in the world in IT services, hardwanaterprise software (excluding PCs), and
custom-designed, high performance computer chig§&t's more, IBM was once again
defining the future direction of the industry.



Anne: Learning, Toughness, and Compassion

Take IBM. Plunge it into debt to the tune of seeen billion. Destroy its credit rating.
Make it the target of SEC investigations. And ditspstock from $63.69 to $4.43 a share. What
do you get? Xerox.

That was the Xerox Anne Mulcahy took over in 2086t only had the company failed
to diversify, it could no longer even sell its cappchines. But three years later, Xerox had had
four straight profitable quarters, and in 2@8Ftunenamed Mulcahy “the hottest turnaround act
since Lou Gerstner.” How did she do it?

She went into an incredible learning mouh@akingherself into the CEO Xerox needed to
survive. She and her top people, like Ursula Bueened the nitty-gritty of every part of the
business. For example, Bsrtunewriter Betsy Morris explains, Mulcahy took Balar§beet
101. She learned about debt, inventory, taxescameéncy so she could predict how each
decision she made would play out on the balancetskeery weekend, she took home large
binders and pored over them as though her finahexas on Monday. When she took the helm,
people at Xerox units couldn’t give her simple aessnabout what they had, what they sold, or
who was in charge. She became a CEO who knew #raseers or knew where to get them.

She was tough. She told everyone the cold, hatd they didn’t want to know—Iike
how the Xerox business model was not viable or blmse the company was to running out of
money. She cut the employee rolls by 30 percerttsBet was no Chainsaw Al. Instead, she bore
the emotional brunt of her decisions, roaming thkshhanging out with the employees, and
saying “I'm sorry.” She was tough but compassionbidact, she’d wake up in the middle of the
night worrying about what would happen to the ranmg employees and retirees if the company
folded.

She worried constantly about the morale and devedémt of her people, so that even
with the cuts, she refused to sacrifice the unmue wonderful parts of the Xerox culture. Xerox
was known throughout the industry as the compaat/ghve retirement parties and hosted
retiree reunions. As the employees struggled sydade with her, she refused to abolish their
raises and, in a morale-boosting gesture, gave #ieimeir birthdays off. She wanted to save the
company in bodyndspirit. And not for herself or her ego, but forfzr people who were
stretching themselves to the limit for the company.

After slaving away for two years, Mulcahy operfeéche magazine only to see a picture
of herself grouped with the notorious heads of Tgmd WorldCom, men responsible for two of
the biggest corporate management disasters ofroar t

But a year later she knew her hard work was fynaédlying off when one of her board
members, the former CEO of Procter & Gamble, t@d H never thought | would be proud to
have my name associated with this company agamsiwrong.”

Mulcahy was winning the sprint. Next came the rraya. Could Xerox win that, too?
Maybe it had rested on its laurels too long, reggsthange and letting too many chances go by.
Or maybe the growth mindset—Mulcahy’s mission emsform herself and her
company—would help save another American institutio

Jack, Lou, and Anne—all believing in growth, alinoming with passion. And all
believing that leadership is about growth and messiot about brilliance. The fixed-mindset
leaders were, in the end, full of bitterness, betdgrowth-minded leaders were full of gratitude.
They looked up with gratitude to their workers wiawd made their amazing journey possible.
They called them the real heroes.

Are CEOand MaleSynonymous?



When you look at the books written by and abou©&Eyou would think so. Jim
Collins’s good-to-great leaders (and his comparisatnso-great leaders) were all men. Perhaps
that's because men are the ones who'’ve been &iier a long while.

A few years ago, you'd have been hard-presselin& bf women at the top of big
companies. In fact, many women who've run big conigghad to create them, like Mary Kay
Ash (the cosmetics tycoon), Martha Stewart, or @pkéanfrey. Or inherit them, like Katharine
Graham, the former head ©he Washington Post.

Things are beginning to change. Women now holderkey positions in big business.
They’'ve been the CEOs of not only Xerox, but alBay Hewlett-Packard, Viacom’s MTV
Networks, Time Warner’'s Time, Inc., Lucent Techrgis, and Rite Aid. Women have been the
presidents or chief financial officers of CitigrqupepsiCo, and Verizon. In fatprtune
magazine called Meg Whitman of eBay “maybe . e.libst CEO in America” of the “world’s
hottest company.”

| wonder whether, in a few years, I'll be ableatote this whole chapter with women as
the main characters. On the other hand, | hopd hope that in a few years, it will be hard to
find fixed-mindset leaders—men women—at the top of our most important companies.

A STUDY OF GROUP PROCESSES

Researcher Robert Wood and his colleagues dichangteat study. This time they
created managemegitoups,thirty groups with three people each. Half of ¢meups had three
people with a fixed mindset and half had three pewfith a growth mindset.

Those with the fixed mindset believed that: “Pedphve a certain fixed amount of
management ability and they cannot do much to ahérign contrast, those with the growth
mindset believed: “People can always substant@inge their basic skills for managing other
people.” So one group thought that you have itaar gon’t; the other thought your skills could
grow with experience.

Every group had worked together for some weekswthey were given, jointly, the task
| talked about before: a complex management tagkioh they ran a simulated organization, a
furniture company. If you remember, on this tas&ge had to figure out how to match workers
with jobs and how to motivate them for maximum protvity. But this time, instead of working
individually, people could discuss their choiced #me feedback they got, and work together to
improve their decisions.

The fixed- and growth-mindset groups started wihsame ability, but as time went on
the growth-mindset groups clearly outperformedfiked-mindset ones. And this difference
became ever larger the longer the groups workede@gain, those with the growth mindset
profited from their mistakes and feedback far ntben the fixed-mindset people. But what was
even more interesting was how the groups functioned

The members of the growth-mindset groups were muaie likely to state their honest
opinions and openly express their disagreementsegscommunicated about their management
decisions. Everyone was part of the learning pdesr the fixed-mindset groups—with their
concern about who was smart or dumb or their apabout disapproval for their ideas—that
open, productive discussion did not happen. Instéads more like groupthink.

GROUPTHINK VERSUS WE THINK

In the early 1970s, Irving Janis popularized #rentigroupthink.It's when everyone in a
group starts thinking alike. No one disagrees. Ne t@akes a critical stance. It can lead to
catastrophic decisions, and, as the Wood studyestigigt often can come right out of a fixed
mindset.



Groupthink can occur when people put unlimitethfan a talented leader, a genius. This
is what led to the disastrous Bay of Pigs invasfanerica’s half-baked secret plan to invade
Cuba and topple Castro. President Kennedy’'s noyraatute advisers suspended their judgment.
Why? Because they thought he was golden and evegytie did was bound to succeed.

According to Arthur Schlesinger, an insider, themaround Kennedy had unbounded
faith in his ability and luck. “Everything had brexk right for him since 1956. He had won the
nomination and the election against all the oddeénbook. Everyone around him thought he
had the Midas touch and could not lose.”

Schlesinger also said, “Had one senior advisooseg the adventure, | believe that
Kennedy would have canceled it. No one spoke ag#éih3o prevent this from happening to
him, Winston Churchill set up a special departmé&thers might be in awe of his titanic
persona, but the job of this department, Jim Celfgports, was to give Churchill all the worst
news. Then Churchill could sleep well at night, wareg he had not been groupthinked into a
false sense of security.

Groupthink can happen when the group gets caamey with its brilliance and
superiority. At Enron, the executives believed thetause they were brilliant, all of their ideas
were brilliant. Nothing would ever go wrong. An sigle consultant kept asking Enron people,
“Where do you think you’re vulnerable?” Nobody aesed him. Nobody even understood the
guestion. “We got to the point,” said a top exeaiti'where we thought we were bullet proof.”

Alfred P. Sloan, the former CEO of General Mot@rgsents a nice contrast. He was
leading a group of high-level policy makers whorsed to have reached a consensus.
“Gentlemen,” he said, “I take it we are all in cdetp agreement on the decision here. . .. Then |
propose we postpone further discussion of thisenaitttil our next meeting to give ourselves
time to develop disagreement and perhaps gain soaerstanding of what the decision is all
about.”

Herodotus, writing in the fifth century B.C., reped that the ancient Persians used a
version of Sloan’s techniques to prevent groupthitkenever a group reached a decision while
sober, they later reconsidered it while intoxicated

Groupthink can also happen when a fixed-mindsetde punishes dissent. People may
not stop thinking critically, but they stop speakip. lacocca tried to silence (or get rid of)
people who were critical of his ideas and decisibtessaid the new, rounder cars looked like
flying potatoes, and that was the end of it. No was allowed to differ, as Chrysler and its
square cars lost more and more of the market share.

David Packard, on the other hand, gave an emplayeedal for defying him. The
co-founder of Hewlett-Packard tells this story. ¥eago at a Hewlett-Packard lab, they told a
young engineer to give up work on a display monti@mwas developing. In response, he went
“on vacation,” touring California and dropping in potential customers to show them the
monitor and gauge their interest. The customersdal he continued working on it, and then he
somehow persuaded his manager to put it into ptaduclhe company sold more than
seventeen thousand of his monitors and reapecs alenue of thirty-five million dollars.

Later, at a meeting of Hewlett-Packard engineeask&d gave the young man a medal “for
extraordinary contempt and defiance beyond the abeaill of engineering duty.”

There are so many ways the fixed mindset creategthink. Leaders are seen as gods
who never err. A group invests itself with spetéénts and powers. Leaders, to bolster their
ego, suppress dissent. Or workers, seeking vadiddtom leaders, fall into line behind them.
That's why it’s critical to be in a growth mindsghen important decisions are made. As Robert



Wood showed in his study, a growth mindset—by vatig people of the illusions or the burdens
of fixed ability—Ileads to a full and open discussaf the information and to enhanced decision
making.

ARE LEADERS BORN OR MADE?

When Warren Bennis interviewed great leaders, yTdleagreed leaders are made, not
born, and made more by themselves than by anymattereans.” Bennis concurred: “I believe .

. . that everyone, of whatever age and circumstas@apable of self-transformation.” Not that
everyonewill become a leader. Sadly, most managers and eves B&fme bosses, not
leaders. They wield power instead of transformhmentselves, their workers, and their
organization.

Why is this? John Zenger and Joseph Folkman peinthat most people, when they first
become managers, enter a period of great learhrgy get lots of training and coaching, they
are open to ideas, and they think long and hardtdimv to do their jobs. They are looking to
develop. But once they've learned the basics, sitey trying to improve. It may seem like too
much trouble, or they may not see where improvemadhtake them. They are content to do
their jobs rather than making themselves into leade

Or, as Morgan McCall argues, many organizatiotig®e in natural talent and don’t
look for people with thgpotentialto develop. Not only are these organizations mgssut on a
big pool of possible leaders, but their belief atural talent might actually squash the very
people they think are the naturals, making themm amtogant, defensive nonlearners. The lesson
is: Create an organization that prizes the devedpraf ability—and watch the leaders emerge.

Grow Your Mindsete re you in a fixed-mindset or growth-mindset wadce? Do you
feel people are just judging you or are they hegpiou develop? Maybe you could try making it
a more growth-mindset place, starting with yoursité there ways you could be less defensive
about your mistakes? Could you profit more fromféexlback you get? Are there ways you can
create more learning experiences for yourself?edoyiou act toward others in your workplace?
Are you a fixed-mindset boss, focused on your pawere than on your employees’ well-being?
Do you ever reaffirm your status by demeaning ah&o you ever try to hold back
high-performing employees because they threatefa @mnsider ways to help your employees
develop on the job: Apprenticeships? WorkshopsZhiag sessions? Think about how you can
start seeing and treating your employees as ydlaborators, as a team. Make a list of
strategies and try them out. Do this even if yoaady think of yourself as a growth-mindset
boss. Well-placed support and growth-promoting beett never hurt. f you run a company,
look at it from a mindset perspective. Does it ngewd to do a Lou Gerstner on it? Think
seriously about how to root out elitism and createilture of self-examination, open
communication, and teamwork. Read Gerstner’s exteliookWho Says Elephants Can't
Dance?to see how it's done. ¢ s your workplace setaupromote groupthink? If so, the whole
decision-making process is in trouble. Create waysster alternative views and constructive
criticism. Assign people to play the devil's advis;daking opposing viewpoints so you can see
the holes in your position. Get people to wage tibthat argue different sides of the issue.
Have an anonymous suggestion box that employeesaonibute to as part of the
decision-making process. Remember, people candepéndent thinkers and team players at the
same time. Help them fill both roles.

Chapter 6



RELATIONSHIPS: MINDSETS IN LOVE (OR NOT)

What was that about the course of true love nevaring smooth? Well, the course
true love isn’t so smooth, either. That path igfstrewn with disappointments and heartbreaks.
Some people let these experiences scar them anenpithem from forming satisfying
relationships in the future. Others are able td aed move on. What separates them? To find
out, we recruited more than a hundred people akedafiem to tell us about a terrible rejection.
When | first got to New York | was incredibly loyell didn’t know a soul and | totally felt like |
didn’t belong here. After about a year of misergdt Jack. It's almost an understatement to say
that we clicked instantly, we felt like we had knoeach other forever. It wasn’t long before we
were living together and doing everything togethénought | would spend my whole life with
him and he said he felt the same way. Two realppliagears passed. Then one day | came home
and found a note. He said he had to leave, dontotfind him. He didn’t even sign it love. |
never heard from him again. Sometimes when theg@hags | still think maybe it’s him.

We heard a variation of that story over and ogaia People with both mindsets told
stories like this. Almost everyone, at one timaoother, had been in love and had been hurt.
What differed—and differed dramatically—was howtliealt with it.

After they told their stories, we asked them faHap questions: What did this mean to
you? How did you handle it? What were you hoping fo

When people had the fixed mindset, they felt jublged labeled by the rejection.
Permanently labeled. It was as though a verdictidemh handed down and branded on their
foreheads: UNLOVABLE! And they lashed out.

Because the fixed mindset gives them no recip&dating their wound, all they could do
was hope to wound the person who inflicted it. laydhe woman in the story above, told us that
she had lasting, intense feelings of bitterneswadiild get back at him, hurt him any way | could
if | got the chance. He deserves it.”

In fact, for people with the fixed mindset, theumber one goal came through loud and
clear. Revenge. As one man put it, “She took mythvawith her when she left. Not a day goes by
| don’t think about how to make her pay.” Durin@ tstudy, | asked one of my fixed-mindset
friends about her divorce. I'll never forget whhessaid. “If | had to choose between me being
happy and him being miserable, | would definitelgnivhim to be miserable.”

It had to be a person with the fixed mindset wbimed the phrase “Revenge is
sweet”—the idea that with revenge comes your rediemp-because people with the growth
mindset have little taste for it. The stories thag were every bit as wrenching, but their
reactions couldn’t have been more different.

For them, it was about understanding, forgiving] enoving on. Although they were
often deeply hurt by what happened, they wantddain from it: “That relationship and how it
ended really taught me the importance of commuimigat used to think love conquers all, but
now | know it needs a lot of help.” This same masnton to say, “I also learned something
about who'’s right for me. | guess every relatiopgieiaches you more about who's right for
you.”

There is a French expressidhout comprendre c’est tout pardonnerTo understand all
is to forgive all. Of course, this can be carried tar, but it's a good place to start. For people
with the growth mindset, the number one goal wagiveness. As one woman said: “I'm no
saint, but | knew for my own peace of mind thaadho forgive and forget. He hurt me but | had
a whole life waiting for me and I'll be damned ivas going to live it in the past. One day | just



said, ‘Good luck to him and good luck to me.””

Because of their growth mindset, they did not fe¥imanently branded. Because of it,
they tried to learn something useful about theneselind relationships, something they could
use toward having a better experience in the futine they knew how to move on and embrace
that future.

My cousin Cathy embodies the growth mindset. Sdwerars ago, after twenty-three
years of marriage, her husband left her. Thendtbiasult to injury, she was in an accident and
hurt her leg. There she sat, home alone one Satarghat, when she said to herself, “I'll be
damned if I'm going to sit here and feel sorry fiayself!” (Perhaps this phrase should be the
mantra of the growth mindset.) Out she went torecddleg and all) where she met her future
husband.

The Contos family had pulled out all the stopxdig Contos, in her exquisite wedding
dress, arrived at the church in a Rolls-Royce. 8iebbishop was inside waiting to perform the
ceremony, and hundreds of friends and relatives fah over the world were in attendance.
Everything was perfect until the best man went @aeedicole and told her the news. The groom
would not be coming. Can you imagine the shockptia?

The family, thinking of the hundreds of guests;ided to go through with the reception
and dinner. Then, rallying around Nicole, they asker what she wanted to do. In an act of
great courage, she changed into a little blacksgreent to the party, and danced solo to “I Will
Survive.” It was not the dance she had anticipatatljt was one that made her an icon of
gutsiness in the national press the next day. Hieals like the football player who ran the
wrong way. Here was an event that could have defamel diminished her. Instead it was one
that enlarged her.

It's interesting. Nicole spoke repeatedly aboetpain and trauma of being stood up at
her wedding, but she never used the warmhiliated.If she had judged herself, felt flawed and
unworthy—humiliated—she would have run and hiddestead, her good clean pain made her
able to surround herself with the love of her fderand relatives and begin the healing process.

What, by the way, had happened to the groom? #sried out, he had gone on the
honeymoon, flying off to Tahiti on his own. Whatdpeened to Nicole? A couple of years later,
in the same wedding dress and the same churcimaireed a great guy. Was she scared? No,
she says: “I knew he was going to be there.”

When you think about how rejection wounds ancamis people with the fixed mindset,
it will come as no surprise that kids with the fixmindset are the ones who react to taunting and
bullying with thoughts of violent retaliation. I'teturn to this later.

RELATIONSHIPS ARE DIFFERENT

In his study of gifted people, Benjamin Bloom undéd concert pianists, sculptors,
Olympic swimmers, tennis players, mathematiciand,r@search neurologists. But not people
who were gifted in interpersonal relationships.gtenned to. After all, there are so many
professions in which interpersonal skills play & kele—teachers, psychologists, administrators,
diplomats. But no matter how hard Bloom tried, baldn’t find any agreed-upon way of
measuring social ability.

Sometimes we’re not even sure it's an ability. Wiae see people with outstanding
interpersonal skills, we don’t really think of theam gifted. We think of them as cool people or
charming people. When we see a great marriagearethip, we don’t say these people are
brilliant relationship makers. We say they're fipeople. Or they have chemistry. Meaning
what?



Meaning that as a society, we don’t understaraticglship skills. Yet everything is at
stake in people’s relationships. Maybe that’s wianiel Goleman’€£motional Intelligence
struck such a responsive chord. It said: Thersac@al-emotional skills and | can tell you what
they are.

Mindsets add another dimension. They help us wtalel even more about why people
often don’t learn the skills they need or use tildlssthey have. Why people throw themselves so
hopefully into new relationships, only to undermthemselves. Why love often turns into a
battlefield where the carnage is staggering. Anostimportant, they help us understand why
some peoplare able to build lasting and satisfying relationships

MINDSETS FALLING IN LOVE

So far, having a fixed mindset has meant belieymgy personal traits are fixed. But in
relationships, two more things enter the picturewrymartner and the relationship itself. Now
you can have a fixed mindset abtiuteethings. You can believe thgbur qualities are fixed,
your partner’'squalities are fixed, and thielationship’squalities are fixed—that it’s inherently
good or bad, meant-to-be or not meant-to-be. Nbdwfdhese things are up for judgment.

The growth mindset says all of these things caddweloped. All—you, your partner,
and the relationship—are capable of growth and ghan

In the fixed mindset, the ideal is instant, petfaad perpetual compatibility. Like it was
meant to be. Like riding off into the sunset. Likieey lived happily ever after.”

Many people want to feel their relationship isgpgkand not just some chance
occurrence. This seems okay. So what's the problgimthe fixed mindset? There are two.

1. If You Have to Work at It, IWasn’'tMeant to Be

One problem is that people with the fixed mindsgdect everything good to happen
automatically. It's not that the partners will wdikhelp each other solve their problems or gain
skills. It's that this will magically occur througheir love, sort of the way it happened to
Sleeping Beauty, whose coma was cured by her psikess, or to Cinderella, whose miserable
life was suddenly transformed by her prince.

Charlene’s friends told her about Max, the newimas in town. He had come to play
cello with the symphony orchestra. The next nightarlene and her friends went to see the
orchestra’s performance, and when they went bag&sttierward, Max took Charlene’s hand
and said, “Next time, let's make it longer.” Sheswaken with his intense, romantic air, and he
was taken with her charming manner and exotic loAkghey went out, the intensity grew.
They seemed to understand each other deeply. Teyes the same things—food, analyzing
people, travel. They both though¥here have you been all my life?

Over time, though, Max became moody. Actuallyf'thhow he was. It just didn’t show
at first. When he was in a bad mood, he wantecttieth alone. Charlene wanted to talk about
what was bothering him, but that irritated him.stlleave me alone,” he would insist, more and
more forcefully. Charlene, however, would feel sbut.

Plus, his moods didn’t always happen at converigr@s. Sometimes the couple was
scheduled to go out. Sometimes they had plannpdaat dinner alone. Either he didn’t want to
do it, or she would endure his sullen silence tghmut the evening. If she tried to make light
conversation, he would be disappointed in hemh6lught you understood me.”

Friends, seeing how much they cared about ean,atfged them to work on this
problem. But they both felt, with great sorrow,tttidhe relationship were the right one, they
wouldn’t have to work so hard. If it were the rigbtationship, they would just be able to
understand and honor each other’s needs. So teayapart and eventually broke up.



In the growth mindset, there may still be thatigxg initial combustion, but people in
this mindset don’t expect magic. They believe thgbod, lasting relationship comes from effort
and from working through inevitable differences.

But those with the fixed mindset don’t buy thaenRember the fixed-mindset idea that if
you have ability, you shouldn’'t have to work hafid#s is the same belief applied to
relationships: If you’re compatible, everything shbjust come naturally.

Every single relationship expert disagrees with. th

Aaron Beck, noted marriage authority, says that@fithe most destructive beliefs for a
relationship is “If we need to work at it, therg@mething seriously wrong with our
relationship.”

Says John Gottman, a foremost relationship researtEvery marriage demands an
effort to keep it on the right track; there is ast@ant tension . . . between the forces that hold y
together and those that can tear you apart.”

As with personal achievement, this belief—thatceiss should not need effort—robs
people of the very thing they need to make théatienship thrive. It's probably why so many
relationships go stale—because people believebtiag in love means never having to do
anything taxing.

MIND READING

Part of the low-effort belief is the idea that ptas should be able to read each other’'s
minds:We are like one. My partner should know what I khfeel, and need and I should know
what my partner thinks, feels, and nedgigt this is impossible. Mind reading instead of
communicating inevitably backfires.

Elayne Savage, noted family psychologist, dessrifmm and Lucy. After three months
together, Tom informed Lucy that there was an imbeé in their relationship. Lucy, reading his
mind, decided Tom meant that he was less intodlaionship than she was. She felt
discouraged. Should she break off the relationskfpre he did? However, after a therapy
session, Lucy got up the courage to find out wieatnleant. Tom, it turned out, had been using a
musical term to convey his wish to fine-tune thiattenship and move it to the next level.

| almost fell into the same trap. My husband ahdd met a few months before, and
everything seemed to be going great. Then one egeas we were sitting together, he said to
me, “I need more space.” Everything went blanlouldn’t believe what | was hearing. Was |
completely mistaken about the relationship? Findlsummoned my courage. “What do you
mean?” | asked. He said, “I need you to move owdrcan have more room.” I'm glad | asked.

AGREEING ON EVERYTHING

It's strange to believe in mind reading. But itkea sense when you realize that many
people with a fixed mindset believe tlaatouple should share all of each other’s views.

If you do, then you don’t need communication; yam just assume your partner sees
things the way you do.

Raymond Knee and his colleagues had couples aorredi discuss their views of their
relationship. Those with the fixed mindset felttatened and hostile after talking about even
minor discrepancied how they and their partner saw their relatiopsiven a minor
discrepancy threatened their belief that they shalieof each other’s views.

It's impossible for a couple to share all of eatier’'s assumptions and expectations.
One may assume the wife will stop working and kggpsuted; the other, that she will be an equal
breadwinner. One may assume they will have a hioutee suburbs, the other that they will
have a bohemian love nest.



Michael and Robin had just finished college andenabout to get married. He was the
bohemian-love-nest type. He imagined that aftey there married, they'd enjoy the young, hip
Greenwich Village life together. So when he fouhe ideal apartment, he thought she’d be
delighted. When she saw it, she went berserk. Sbegah living in crummy little apartments all
her life, and here it was all over again. Marriedple were supposed to live in nice houses with
new cars parked outside. They both felt betrayed,itadidn’t get any better from there.

Couples may erroneously believe they agree on paicton’s rights and duties. Fill in the
blank:

“As a husband, | have a right to and my waiées the dutyto

“As a wife, | have a right to and my husbéed the dutyto ”

Few things can make partners more furious thambafeir rights violated. And few
things can make a partner more furious than haviegther feel entitled to something you don't
think is coming to them.

John Gottman reports: “I've interviewed newlywedmwho told me with pride, ‘I'm not
going to wash the dishes, no way. That's a womgit's Two years later the same guys ask me,
‘Why don’t my wife and | have sex anymore?’”

Now, a couple may agree on traditional roles. Bhat to them. But that’s different from
assuming it as an entitlement.

When Janet (a financial analyst) and Phil (a estdte agent) met, he had just gotten a
new apartment and was thinking he’d like to hal®asewarming party, a dinner for a bunch of
his friends. When Janet said, “Let’s do it,” he waslled. Her emphasis was on the “’s,” the
Because she was the more experienced cook andgpaety however, she did most of the
preparation, and she did it gladly. She was dedigid see how happy he was to be having this
event. The problem started after the guests arrivhd just went to the party. He acted like a
guest. Like she was supposed to continue doingalvork. She was enraged.

The mature thing to do would have been to takedside to have a discussion. Instead,
she decided to teach him a lesson. She, too, wehetparty. Fortunately, entittlement and
retaliation did not become a pattern in their ietaghip. Communication did. In the future,
things were discussed, not assumed.

A no-effort relationship is a doomed relationshipt a great relationship. It takes work to
communicate accurately and it takes work to exposeresolve conflicting hopes and beliefs. It
doesn’t mean there is no “they lived happily evigerd’ but it's more like “they worked happily
ever after.”

2. Problems Indicate Character Flaws

The second big difficulty with the fixed mindssetthe belief that problems are a sign of
deep-seated flaws. But just as there are no geba\geements without setbacks, there are no
great relationships without conflicts and probleateng the way.

When people with a fixed mindset talk about tloeinflicts, they assign blame.
Sometimes they blame themselves, but often theydtheir partner. And they assign blame to
atrait—a character flaw.

But it doesn’t end there. When people blame thaitner’s personality for the problem,
they feel anger and disgust toward them.

And it barrels on: Since the problem comes froxeditraits, it can’t be solved.

So once people with the fixed mindset see flanthé@ir partners, they become
contemptuous of them and dissatisfied with the whelationship. (People with the growth
mindset, on the other hand, can see their partimpgrfections and still think they have a fine



relationship.)

Sometimes people with the fixed mindset blind teelves to problems in the partner or
the relationship so they won’t have to go that eout

Everybody thought Yvonne was having a flirtati®he was getting mysterious phone
calls. She was often late picking up the kids. Héghts out with the girls” doubled. Her mind
was often elsewhere. Her husband, Charlie, saidvalsgust going through a phase. “All women
go through times like this,” he insisted. “It do#snean she’s got a guy.”

Charlie’s best friend urged him to look into iutBCharlie felt that if he confronted the
reality—and it was negative—his world would comastring down. In the fixed mindset, he’'d
have to confront the idea that either (1) the woilmatoved was a bad person, (2) he was a bad
person and drove her away, or (3) their relatigmstas bad and irreparable.

He couldn’t handle any of those. It didn’t occorhim that there were problems that
could be solved, that she was sending him a mestegdesperately wanted him to h&uwn't
take me for granted. | need more attention.

A growth mindset doesn’t mean he would necesseaiyfront her, but he would confront
it—the situation. He’d think about what was wrong. lagxplore the issue with a counselor.
Make an informed decision about what to do nextiéfewereproblems to be solved, at least
there'd be a chance.

EACH ONE A LOSER

Penelope’s friends sat at home complaining thexetivere no good men. Penelope went
out and found them. Each time, she would find atggey and fall head over heels. “He’s the
one,” she’d tell her friends as she began readiadtidal magazines and practically writing the
announcement for the local paper. They'd beliewvebeeause he was always a guy with a lot
going for him.

But then something would happen. It was over for of them when he got her a tacky
birthday present. Another put ketchup on his foed sometimes wore white shoes. Another had
bad electronic habits: His cell phone etiquette p@s and he watched too much TV. And this
is only a partial list.

Assuming traits were fixed, Penelope would detid¢ she couldn't live with these
flaws. But most of these were not deep or seritnasacter problems that couldn’t be addressed
with a little communication.

My husband and | had been together almost a yehras my birthday approached, | sent
a clear message: “I'm not mercenary, but | likeoadypresent.” He said, “Isn't it the thought that
counts?” | replied, “That’s what people say wheaytdon’t want to put thought into it.

“Once a year,” | continued, “we each have our déyve you and | plan to put time and
effort into choosing a present for you. | wouldelikou to do that for me, t00.” He’s never let me
down.

Penelope assumed that somewhere out there wasisemo was already perfect.
Relationship expert Daniel Wile says that choosinartner is choosing a set of problems. There
are no problem-free candidates. The trick is tonaskedge each other’s limitations, and build
from there.

THE FLAWS FLY

Brenda and Jack were clients of Daniel Wile, aadefs this tale. Brenda came home
from work and told Jack a long, detailed story withapparent point. Jack was bored to tears but
tried to hide it to be polite. Brenda, however, Idsense his true feelings, so, hoping to be more
amusing, she launched into another endless stisyahout a project at work. Jack was ready to



burst. They were both mentally hurling traits rigind left. According to Wile, they were both
thinking: Brenda is boring, Jack is selfisandour relationship is no good.

In fact, both meant well. Brenda was afraid to safyight that she did some great work
at the office that day. She didn’t want to be bludsSo instead she talked about the tiny details
of her project. Jack didn’t want to be impolite,isstead of asking Brenda questions or
expressing his puzzlement, he steeled himself aitkav/for her story to end.

Jack just needed to say, “You know, honey, whanggt into so many detalils, | lose
your point and get frustrated. Why don’t you te# mihy you're excited about this project? I'd
really love to hear that.”

It was a problem of communication, not a probldrperysonality or character. Yet in the
fixed mindset, the blame came fast and furious.

By the way, | love these stories. When | was aRigader’s Digestised to have a feature
in each issue called “Can This Marriage Be Savétsally, the answer was yes. | ate up those
stories, fascinated by all the ways a marriagedcgolwrong and even more fascinated by how it
could be repaired.

The story of Ted and Karen, told by Aaron Beclg &ory of how two people with the
fixed mindset went from all good traits to all bawks in each other’s eyes.

When Ted and Karen met, they were opposites &tigadaren radiated spontaneity and
lightness. Ted, a serious guy with the weight efworld on his shoulders, felt that her carefree
presence transformed his life. “Everything she saydoes is charming,” he effused. In turn,
Ted represented the rock-like “father figure” slagl Inever had. He was just the kind of stable,
reliable guy who could give her a sense of security

But a few short years later, Ted saw Karen asrasponsible airhead. “She never takes
anything seriously . . . | can’t depend on her.'dAfaren saw Ted as a judgmental tyrant,
dissecting her every move.

In the end, this marriage was saved—only beca&weseduple learned to respond to each
other not with angry labels, but with helpful acso One day, when Karen was swamped with
work, Ted came home to a messy house. He was angrwanted to scold her, but, drawing on
what he’d learned from Beck, he instead said tosklim“What is the mature thing to do?” He
answered his own question by starting to cleargthup. He was offering Karen support rather
than judgment.

CAN THISMARRIAGE BE SAVED?

Aaron Beck tells couples in counseling never toklthese fixed-mindset thoughtdy
partner is incapable of change. Nothing can improuerelationship.These ideas, he says, are
almost always wrong.

Sometimes it’'s hard not to think those thoughts-irdhe case of Bill and Hillary
Clinton. When he was president, Clinton lied toladon and to his wife about his relationship
with Monica Lewinsky. Hillary defended him: “My hiband may have his faults, but he has
never lied to me.”

The truth came out, as it has a way of doing, &@afl¢ when helped by a special
prosecutor. Hillary, betrayed and furious, now ladecide whether Bill was a permanently bad
and untrustworthy husband or a man who neededd falp.

This is a good time to bring up an important poirte belief that partners have the
potential for change should not be confused witghitélief that the partnevill change. The
partner has to want to change, commit to changétal® concrete actions toward change.

The Clintons went into counseling, spending orlediay a week for a year in the



process. Through counseling, Bill came to undedstaow, as the child of alcoholic parents, he
had learned to lead a dual life. On the one haed, learned to shoulder excessive responsibility
at an early age—for example, as a boy sternly flolibg his stepfather to strike his mother. On
the other hand, he had another part of his lifere/the took little responsibility, where he made
believe everything was okay no matter what wasgom That's how he could appear on TV
and earnestly vow that he was not involved with insky. He was in that no-responsibility and
high-denial space.

People were urging Hillary to forgive him. One eiwgy, Stevie Wonder called the White
House to ask if he could come over. He had wristsiong for her on the power of forgiveness,
and he played it to her that night.

Yet Hillary could not have forgiven a person she/ss a liar and a cheat. She could only
forgive a man she thought was earnestly struggilitig his problems and trying to grow.

THE PARTNER AS ENEMY

With the fixed mindset, one moment your partneghéslight of your life, the next they’re
your adversary. Why would people want to transftienloved one into an enemy?

When you fail at other tasks, it's hard to keegnlihg someone else. But when
something goes wrong in a relationship, it's easlglame someone else. In fact, in the fixed
mindset you have a limited set of choices. One ldame your own permanent qualities. And
one is to blame your partner’s. You can see hovptem it is to foist the blame onto the other
guy.

As a legacy of my fixed mindset, | still have amesistible urge to defend myself and
assign blame when something in a relationship goeng. “It's not my fault!” To deal with this
bad habit, my husband and | invented a third paryjmaginary man named Maurice. Whenever
| start in on who'’s to blame, we invoke poor Maarand pin it on him.

Remember how hard it is for people with the fixeithdset to forgive? Part of it is that
they feel branded by a rejection or breakup. Botlaer part is that if they forgive the partner, if
they see him or her as a decent person, then thaytb shoulder more of the blame themselves:
If my partner’s a good guy, then | must be a bagl §must be the person who was at fault.

The same thing can happen with parents. If yoe lzatroubled relationship with a
parent, whose fault is it? If your parents didoiteé you enough, were they bad parents or were
you unlovable? These are the ugly questions thatthas within a fixed mindset. Is there a way
out?

| had this very dilemma. My mother didn’t love niost of my life I'd coped with this
by blaming her and feeling bitter. But | was nodensatisfied just protecting myself. | longed
for a loving relationship with my mother. Yet thaest thing | wanted to be was one of those kids
who begged for approval from a withholding pardifiten | realized something. | controlled half
of the relationship, my half. | could have my hallthe relationship. At least | could be the
loving daughter | wanted to be. In a sense, it ‘tlichatter what she did. | would still be ahead of
where | was.

How did it turn out? | experienced a tremendoussef growth letting go of my
bitterness and stepping forward to have the relaligp. The rest is not really relevant since |
wasn’t seeking validation, but I'll tell you anywa$omething unexpected happened. Three
years later, my mother said to me: “If anyone lad e | didn’'t love my children, | would
have been insulted. But now | realize it was ti¥@ether it was because my parents didn’t love
us or because | was too involved in myself or bseduidn’t know what love was, | don’t
know. But now | know what it is.”



From that time until her death twenty-five yeatet, we became closer and closer. As
lively as each of us was, we came even more tarligach other’s presence. Once, a few years
ago, after she’d had a stroke, the doctors warreedhma couldn’t speak and might never speak
again. | walked into her room, she looked at mesaid, “Carol, | love your outfit.”

What allowed me to take that first step, to chagresvth and risk rejection? In the fixed
mindset, | had needed my blame and bitternessadtenme feel more righteous, powerful, and
whole than thinking | was at fault. The growth ngetlallowed me to give up the blame and
move on. The growth mindset gave me a mother.

| remember when we were kids and did somethinglduike drop our ice-cream cone on
our foot, we’d turn to our friend and say “Look vilyau made me do.” Blame may make you
feel less foolish, but you still have a shoe fiillae cream—and a friend who’s on the defensive.
In a relationship, the growth mindset lets you abeve blame, understand the problem, and try
to fix it—together.

COMPETITION: WHO’'S THE GREATEST?

In the fixed mindset, where you’ve got to keepving your competence, it's easy to get
into a competition with your partner. Who's the steg more talented, more likable one?

Susan had a boyfriend who worried that she woalthk center of attention and he
would be the tagalong. If she were someone, hedvoelino one. But Martin was far from no
one. He was very successful, even revered, inditk He was handsome and well liked, too. So
at first Susan pooh-poohed the whole thing. They #itended a conference together. They'd
arrived separately and, in checking in, Susan hatted with the friendly hotel staff in the
lobby. That evening when the couple walked throtinghlobby, the whole staff greeted her
warmly. Martin grunted. Next, they took a taxi tomker. Toward the end of the ride, the driver
started singing her praises: “You better hold ohédn Yes, sir, she’s a good one.” Martin
winced. The whole weekend continued in this vemnd By the time they got home from the
conference their relationship was very strained.

Martin wasn’t actively competitive. He didn’t ttg outdo Susan, he just lamented her
seemingly greater popularity. But some partnemvitheir hats right into the ring.

Cynthia, a scientist, was amazing at almost ehergtshe did—so much so that she left
her partners in the dust. That might have beengdit if she didn’t always venture into their
territory. She married an actor, and then starteting plays and acting in them—superbly. She
said she was just trying to share his life andrterests, but her part-time hobby outshone his
career. He felt he had to escape from the reldtiprte find himself again. Next, she married a
musician who was a great cook, and in no timesfat was tickling the ivories and inventing
unbelievable recipes. Once again, the depressdzahd®ventually fled. Cynthia left her
partners no room for their own identity; she neeteelqual or surpass them in every skill they
arrived with.

There are many good ways to support our partresha@w interest in their lives. This is
not one of them.

DEVELOPING IN RELATIONSHIPS

When people embark on a relationship, they enevunpartner who is different from
them, and they haven’t learned how to deal withdifferences. In a good relationship, people
develop these skills and, as they do, both pargrens and the relationship deepens. But for this
to happen, people need to feel they're on the sadee

Laura was lucky. She could be self-centered afehdere. She could yell and pout. But
James never took it personally and always feltshatwas there for him when he needed her. So



when she lashed out, he calmed her down and madalkéhings through with him. Over time,
she learned to skip the yelling and pouting.

As an atmosphere of trust developed, they becatakynterested in each other’s
development. James was forming a corporation, auwld_spent hours with him discussing his
plans and some of the problems he was encountér@uga had always dreamed of writing
children’s books. James got her to spell out heascand write a first draft. He urged her to
contact someone they knew who was an illustratothé context of this relationship, each
partner was helping the other to do the things thayted to do and become the person they
wanted to be.

Not long ago, | was talking to a friend about #ewv some people hold of
childrearing—that parents make little differenaeekplaining that view, she likened it to a
marriage relationship: “It's like partners in a mage. Each comes to the relationship fully
formed, and you don’t expect to influence who themer is.”

“Oh no,” | replied. “To me the whole point of meage is to encourage your partner’s
development and have them encourage yours.”

By that | didn't mean My Fair Ladykind of thing where you attempt an extreme
makeover on partners, who then feel they aren’tigomugh as they are. | mean helping
partners, within the relationship, to reach themaoals and fulfill their own potential. This is
the growth mindset in action.

FRIENDSHIP

Friendships, like partnerships, are places wherdave a chance to enhance each other’s
development, and to validate each other. Bothrap®rtant. Friends can give each other the
wisdom and courage to make growth-enhancing dedsend friends can reassure each other of
their fine qualities. Despite the dangers of pragdraits, there are times when we need
reassurance about ourselves: “Tell me I'm not ageadon for breaking up with my boyfriend.”
“Tell me I'm not stupid even though | bombed on &xam.”

In fact, these occasions give us a chance to geeastuipport and give a growth message:
“You gave that relationship everything you hadtfee years and he made no effort to improve
things. | think you're right to move on.” Or “Whhaappened on that exam? Do you understand
the material? Did you study enough? Do you think geed a tutor? Let’s talk about it.”

But as in all relationships, people’s need to prthemselves can tilt the balance in the
wrong direction. Sheri Levy did a study that was almout friendship, but makes an important
and relevant point.

Levy measured adolescent boys’ self-esteem amdatsieed them how much they
believed in negative stereotypes about girls. kanmgle, how much did they believe that girls
were worse in math or that girls were less ratidhah boys? She then measured their
self-esteem again.

Boys who believed in the fixed mindset showed asbin self-esteem when they
endorsed the stereotypes. Thinking that girls wieraber and more scatterbrained made them
feel better about themselves. (Boys with the growiidset were less likely to agree with the
stereotypes, but even when they did, it did no¢ ghem an ego boost.)

This mentality can intrude on friendshig$ie lower you are, the better | feglthe idea.

One day | was talking to a dear, wise friend. §\wazzled about why she put up with the
behavior of some of her friends. Actually, | wagzged about why she even had these friends.
One often acted irresponsibly; another flirted selkassly with her husband. Her answer was that
everyone has virtues and foibles, and that, reéilggu looked only for perfect people, your



social circle would be impoverished. There was, éav, one thing she would not put up with:
People who made her feel bad about herself.

We all know these people. They can be brilliahgraming, and fun, but after being with
them, you feel diminished. You may ask: “Am | jdsiing a number on myself?” But it is often
them, trying to build themselves up by establistimgjr superiority and your inferiority. It could
be by actively putting you down, or it could bethg careless way they treat you. Either way,
you are a vehicle for (and a casualty of) confirgriineir worth.

| was at a friend’s fiftieth-birthday party andrtséster gave a speech, supposedly in her
honor. Her sister talked about my friend’s insdBatexual appetite and how lucky it was she
found a younger man to marry who could handleAtl th good fun,” she took care of my
friend’s looks, brains, and mothering skills. Aftars tribute, | suddenly recalled the saying
“With friends like this, you don’t need enemies.”

It's difficult to realize when friends don’t wisfou well. One night | had the most vivid
dream. Someone, someone | knew well, came intoougénand one by one took all my prized
possessions. In the dream | could see what wasehap but | couldn’t see who it was. At one
point, | asked the intruder: “Couldn’t you pleasave that one, it means a lot to me.” But the
person just kept taking everything of value. Thetmeorning | realized who it was and what it
meant. For the past year a close friend had bdkngcapon me constantly to help him with his
work. | obliged. He was under a great deal of straad | was at first happy to use whatever
skills I had for his benefit. But it was endlegsyas not reciprocal, and on top of that he
punished me for it: “Don’t thinkou could ever do work this good. You can help megboiny
work, but you could never be this creative.” Hedexkto reduce me so he wouldn'’t feel one
down. My dream told me it was time to draw the line

I’'m afraid that in the fixed mindset, | was alsowdprit. | don't think | put people down,
but when you need validation, you use people fdite time, when | was a graduate student, |
was taking the train to New York and sat next tegy nice businessman. In my opinion, we
chatted back and forth pleasantly through the lamal-a-half journey, but at the end he said to
me, “Thank you for telling me about yourself.” #ally hit me. He was the dream
validator—handsome, intelligent, successful. Arat’hwhat | had used him for. | had shown no
interest in him as a person, only in him as a miofany excellence. Luckily for me, what he
mirrored back was a far more valuable lesson.

Conventional wisdom says that you know who yoi@nfis are in your times of need.
And of course this view has merit. Who will standylou day after day when you’re in trouble?
However, sometimes an even tougher question is: ¢&hoyou turn to when good things
happen? When you find a wonderful partner. Whengetia great job offer or promotion. When
your child does well. Who would be glad to hear it?

Your failures and misfortunes don’t threaten otbeople’s self-esteem. Ego-wise, it's
easy to be sympathetic to someone in need. It's gssets and your successes that are problems
for people who derive their self-esteem from besngerior.

SHYNESS

In some ways, shyness is the flip side of whatvedieen talking about. We've been
examining people who use others to buoy themselgeShy people worry that others will bring
them down. They often worry about being judgedrobarrassed in social situations.

People’s shyness can hold them back from makiegds and developing relationships.
When they’re with new people, shy people report thay feel anxious, their hearts race, they
blush, they avoid eye contact, and they may tgnto the interaction as soon as possible.



Underneath it all, shy people may be wonderful iatetesting, but they often can’t show it with
someone new. And they know it.

What can mindsets teach us about shyness? JeBe#erstudied hundreds of people to
find out. She measured people’s mindsets, shesesbéweir shyness, and then she brought them
together two at a time to get acquainted. The wtiotey was filmed, and, later on, trained raters
watched the film and evaluated the interactions.

Beer found, first, that people with the fixed nsetlwere more likely to be shy. This
makes sense. The fixed mindset makes you concabwd judgment, and this can make you
more self-conscious and anxious. But there wenetplef shy people with both mindsets, and
when she looked at them more closely, she founceong even more interesting.

Shyness harmed the social interactions of peoplete fixed mindset but did not harm
the social relations of people with the growth nsieidThe observers’ ratings showed that,
although both fixed- and growth-minded shy peoptikéd very nervous for the first five
minutes of the interaction, after that the shy gteminded people showed greater social skills,
were more likable, and created a more enjoyabé&rantion. In fact, they began to look just like
non-shy people.

This happened for good reasons. For one thingshiggrowth-minded people looked on
social situations as challenges. Even though takwahxious, they actively welcomed the chance
to meet someone new. The shy fixed people, insteanted to avoid meeting someone who
might be more socially skilled than they were. Thaid they were more worried about making
mistakes. So the fixed- and growth-mindset peoptdronted the situation with different
attitudes. One embraced the challenge and the fathed the risk.

Armed with these different attitudes, the shy gtewindset people felt less shy and
nervous as the interaction wore on, but the shadfimmindset people continued to be nervous and
continued to do more socially awkward things, Bk@iding eye contact or trying to avoid
talking.

You can see how these different patterns woulecathaking friends. The shy
growth-mindset people take control of their shyn&sey go out and meet new people, and,
after their nerves settle down, their relationstppzceed normally. The shyness doesn’t
tyrannize them.

But for fixed-mindset people, the shyness takedrob It keeps them out of social
situations with new people, and when they're imththey can’t let down their guard and let go
of their fears.

Scott Wetzler, a therapist and professor of pgtchi paints a portrait of his client
George, a picture of the shy fixed-mindset per&eorge was incredibly shy, especially with
women. He was so eager to look cool, witty, andident—and so worried that he’d look
overeager and inept—that he froze and acted colgerMis attractive co-worker Jean started
flirting with him, he became so flustered that legén avoiding her. Then one day she
approached him in a nearby coffee shop and cutgjgested he ask her to join him. When he
couldn’t think of a clever response to impress herteplied, “It doesn’t matter to me if you sit
down or not.”

Georgewhatwere you doing? He was trying to protect himsedff rejection—by
trying not to seem too interested. And he was grymend this awkward situation. In a strange
way, he succeeded. He certainly didn’t seem taarésted, and the interaction soon ended, as
Jean got out of there real fast. He was just lieegeople in Jennifer Beer’s study, controlled by
his fear of social judgment and prevented from mgkiontact.



Wetzler slowly helped George get over his excleigocus on being judged. Jean, he
came to see, was not out to judge and humiliate buhwas trying to get to know him. With the
focus switched from being judged to developinglati@nship, George was eventually able to
reciprocate. Despite his anxiety, he approacheu, Zgelogized for his rude behavior, and asked
her to lunch. She accepted. What's more, she wiaseaoly as critical as he feared.

BULLIES AND VICTIMS: REVENGE REVISITED

We’'re back to rejection, because it's not jusbwe relationships that people experience
terrible rejections. It happens every day in schoBtarting in grade school, some kids are
victimized. They are ridiculed, tormented, and beaip, not for anything they’'ve done wrong. It
could be for their more timid personality, how tHegk, what their background is, or how smart
they are (sometimes they’re not smart enough; sorastthey’re too smatrt). It can be a daily
occurrence that makes life a nightmare and usheysars of depression and rage.

To make matters worse, schools often do nothigiib. This is because it's often done
out of sight of teachers or because it's done bystthool’s favorite students, such as the jocks.
In this case, it may be thectims,not the bullies, who are considered to be thelprotkids or
the misfits.

As a society, we’ve paid little attention untitemtly. Then came the school shootings.
At Columbine, the most notorious one, both boys leeh mercilessly bullied for years. A
fellow bullying victim describes what they enduiadheir high school.

In the hallways, the jocks would push kids intokers and call them demeaning names
while everyone laughed at the show. At lunch tlekgovould knock their victims’ food trays
onto the floor, trip them, or pelt them with fodthile the victims were eating, they would be
pushed down onto the table from behind. Then irldbker rooms before gym class, the bullies
would beat the kids up because the teachers wexenind.

Who Are the Bullies?

Bullying is about judging. It's about establishiwjo is more worthy or important. The
more powerful kids judge the less powerful kidseyudge them to be less valuable human
beings, and they rub their faces in it on a dadlgib. And it’s clear what the bullies get out of it
Like the boys in Sheri Levy's study, they get a $tdo self-esteem. It's not that bullies are low
in self-esteem, but judging and demeaning othargyose them a self-esteem rush. Bullies also
gain social status from their actions. Others noa¥ lup to them and judge them to be cool,
powerful, or funny. Or may fear them. Either wayey've upped their standing.

There’s a big dose of fixed-mindset thinking ie thullies: Some people are superior and
some are inferior. And the bullies are the judgeg Harris, one of the Columbine shooters, was
their perfect target. He had a chest deformitywhe short, he was a computer geek, and he was
an outsider, not from Colorado. They judged himaibessly.

Victims and Revenge

The fixed mindset may also play a role in how\ladim reacts to bullying. When people
feel deeply judged by a rejection, their impulstigeel bad about themselves and to lash out in
bitterness. They have been cruelly reduced andwigyto reduce in return. In our studies, we
have seen perfectly normal people—children andtaetriespond to rejection with violent
fantasies of revenge.

Highly educated, well-functioning adults, afteltitgy us about a serious rejection or
betrayal, say and mean “I wanted him dead” or tildeeasily have strangled her.”

When we hear about acts of school violence, wallysthink it's only bad kids from bad
homes who could ever take matters into their owmdbaBut it’s startling how quickly average,



everyday kids with a fixed mindset think about e revenge.

We gave eighth-grade students in one of our fée’echools a scenario about bullying to
read. We asked them to imagine it was happenirtigeto.
It is a new school year and things seem to be gmiatly well. Suddenly some popular kids start
teasing you and calling you names. At first youshrit off—these things happen. But it
continues. Every day they follow you, they tauntiythey make fun of what you’'re wearing,
they make fun of what you look like, they tell ypou're a loser—in front of everybody. Every
day.

We then asked them to write about what they wthiltk and what they would do or
want to do.

First, the students with the fixed mindset took itiicident more personally. They said, “I
would think | was a nobody and that nobody likes”r@ “I would think | was stupid and weird
and a misfit.”

Then they wanted violent revenge, saying that'theyplode with rage at them, punch
their faces in, or run them over. Th&tyonglyagreed with the statement: “My number one goal
would be to get revenge.”

They had been judged and they wanted to judge. @dak’s what Eric Harris and Dylan
Klebold, the Columbine shooters, did. They judgadks For a few long, terrible hours, they
decided who would live and who would die.

In our study, the students with the growth mindgete not as prone to see the bullying
as a reflection of who they were. Instead, they g@as a psychological problem of the bullies, a
way for the bullies to gain status or charge tkelf-esteem: “I'd think that the reason he is
bothering me is probably that he has problems atehor at school with his grades.” Or “They
need to get a life—not just feel good if they make feel bad.”

Their plan was often designed to educate thedsulti would really actually talk to
them. | would ask them questions (why are theyrgpgil of these things and why are they
doing all of this to me).” Or “Confront the persand discuss the issue; | would feel like trying
to help them see they are not funny.”

The students with the growth mindset also stroagieed that: “I would want to forgive
them eventually” and “My number one goal would bd¢lp them become better people.”

Whether they'd succeed in personally reformingaucating determined bullies is
doubtful. However, these are certainly more comsiva first steps than running them over.

Brooks Brown, a classmate of Eric Harris and Daebold, was bullied from third
grade on. He suffered tremendously, yet he dicwk ffor revenge. He rejected the fixed
mindset and the right of people to judge othersn &sam a football player, and therefore I'm
better than you.” Or “| am a basketball player pathetic geeks like you are not on my level.”

More than that, he actively embraced a growth sehdn his own words, “People do
have the potential to change.” Even maybe Eric islaite more depressed, hostile leader of the
shootings. Brown had had a very serious run-in &iils Harris several years before, but in their
senior year of high school, Brown offered a trdtéold him that | had changed a lot since that
year . .. and that | hoped he felt the same waythimself.” Brooks went on to say that if he
found that Eric hadn’t changed, he could always$ Ipatk. “However, if he had grown up, then
why not give him the chance to prove it.”

Brooks hasn’t given up. He still wants to changepe. He wants to wake up the world
to the problem of bullying, and he wants to reaictims and turn them off their violent



fantasies. So he’s worked for the filmmaker Michidelore onBowling for Columbinend he’s
set up an innovative website where bullied kids @ammunicate with each other and learn that
the answer isn’t to kill. “It's to use your mindé&make things better.”

Brooks, like me, does not see the shooters adgadm are a world apart from everyone
else. His friend Dylan Klebold, he says, was oncegalar kid from a fine home with loving,
involved parents. In fact, he warns, “We can jitsback and call the shooters ‘sick monsters,
completely different from us.’ . . . Or we can gatcéhat there are more Erics and Dylans out
there, who are slowly being driven . . . down tamse path.”

Even if a victim doesn’t have a fixed mindset &gin with, prolonged bullying can instill
it. Especially if others stand by and do nothingewen join in. Victims say that when they're
taunted and demeaned and no one comes to themrsgetbey start to believe they deserve it.
They start to judge themselves and to think they &éne inferior.

Bullies judge. Victims take it in. Sometimes itrrains inside and can lead to depression
and suicide. Sometimes it explodes into violence.

What Can Be Done?

Individual children can’t usually stop the bulliespecially when the bullies attract a
group of supporters. But the school can—by chantfiegschool mindset.

School cultures often promote, or at least actbptfixed mindset. They accept that
some kids feel superior to others and feel enttibeplick on them. They also consider some kids
to be misfits whom they can do little to help.

But some schools have created a dramatic reduictibullying by fighting the
atmosphere of judgment and creating one of colltmr and self-improvement. Stan Davis, a
therapist, school counselor, and consultant, haslodped an anti-bullying program that works.
Building on the work of Dan Olweus, a researchedamway, Davis’s program helps bullies
change, supports victims, and empowers bystandesne to a victim’s aid. Within a few
years, physical bullying in his school was downp@8cent and teasing was down 53 percent.

Darla, a third grader, was overweight, awkward| aricrybaby.” She was such a prime
target that half of the class bullied her, hittireg and calling her names on a daily basis—and
winning one another’s approval for it. Several gdater, because of Davis’s program, the
bullying had stopped. Darla had learned betterasagills and even had friends. Then Darla
went to middle school and, after a year, came bac&port what had happened. Her classmates
from elementary school had seen her through. Thiegided her make friends and protected her
from her new peers when they wanted to harass her.

Davis also gets the bullies changing. In fact, sahthe kids who rushed to Darla’s
support in middle school were the same ones whdbli@d her earlier. What Davis does is
this. First, while enforcing consistent disciplife doesn’t judge the bully as a person. No
criticism is directed at traits. Instead, he matkesn feel liked and welcome at school every day.

Then he praises every step in the right directBut.again, he does not praise the person;
he praises their effort. “I notice that you havetbstaying out of fights. That tells me you are
working on getting along with people.” You can #leat Davis is leading students directly to the
growth mindset. He is helping them see their ast@aspart of an effort to improve. Even if the
change was not intentional on the part of the ésillithey may now try to make it so.

Stan Davis has incorporated our work on praisécism, and mindsets into his program,
and it has worked. This is a letter | got from Hiear Dr. Dweck:Your research has radically
changed the way | work with students. | am alresaling positive results from my own
different use of language to give feedback to yopegple. Next year our whole school is



embarking on an initiative to build student motisatbased on [growth] feedback.

Yours,
Stan Davis

Haim Ginott, the renowned child psychologist, adeows how teachers can point bullies
away from judgment and toward improvement and casipa. Here is a letter from a teacher to
an eight-year-old bully in her class. Notice tHat sloesn’t imply he’s a bad person, and she
shows respect by referring to his leadership, laygukig words, and by asking for his
advice.Dear Jay,Andy’s mother has told me thasbarhas been made very unhappy this year.
Name-calling and ostracism have left him sad andlio | feel concerned about the situation.
Your experience as a leader in your class makesyitely person for me to turn to for advice.
| value your ability to sympathize with those whdfsr. Please write me your suggestions about
how we can help Andy.

Sincerely,
Your teacher.

In aNew York Timearticle on bullying, Eric Harris and Dylan Klebcdde referred to as
“two misfit teenagers.” It’s true. They didn’t fih. But you never hear the bullies referred to as
misfits. Because they weren’t. They fit right in.fact, they defined and ruled the school culture.

The notion that some people are entitled to bhimgaithers is not a healthy one. Stan
Davis points out that as a society, we rejecteddba that people were entitled to brutalize
blacks and harass women. Why do we accept thahdépeople are entitled to brutalize our
children?

By doing so, we also insult the bullies. We te#m we don't think they’re capable of
more, and we miss the chance to help them become mo

Grow Your Mindsete fter a rejection, do you feel judged, bitterdarengeful? Or do
you feel hurt, but hopeful of forgiving, learnirmd moving on? Think of the worst rejection
you ever had. Get in touch with all the feelings] aee if you can view it from a growth
mindset. What did you learn from it? Did it teacuysomething about what you want and don'’t
want in your life? Did it teach you some positibéengs that were useful in later relationships?
Can you forgive that person and wish them well? @anlet go of the bitterness?e icture your
ideal love relationship. Does it involve perfectrquatibility—no disagreements, no
compromises, no hard work? Please think againvényerelationship, issues arise. Try to see
them from a growth mindset: Problems can be a \eefoc developing greater understanding
and intimacy. Allow your partner to air his or ltéfferences, listen carefully, and discuss them
in a patient and caring manner. You may be sunprgehe closeness this creates.e re you a
blamer like me? It's not good for a relationshigpto everything on your partner. Create your
own Maurice and blame him instead. Better yet, viovkard curing yourself of the need to
blame. Move beyond thinking about fault and blathéha time. Think of me trying to do that
too.e re you shy? Then you really need the grawitidset. Even if it doesn’t cure your shyness,
it will help keep it from messing up your socialdractions. Next time you’re venturing into a
social situation, think about these things: howiakills are things you can improve and how
social interactions are for learning and enjoymeat,judgment. Keep practicing this.

Chapter 7
PARENTS, TEACHERS, AND COACHES: WHERE DO MINDSETS COME
FROM?



No parent thinks, “I wonder what | can do today malermine my children, subvert their
effort, turn them off learning, and limit their aetlement.” Of course not. They think, “I would
do anything, give anything, to make my childrencassful.” Yet many of the things they do
boomerang. Their helpful judgments, their lesstimsiy motivating techniques often send the
wrong message.

In fact, every word and action sends a messaggldtchildren—or students, or
athletes—how to think about themselves. It can fieedl-mindset message that saysu have
permanent traits and I'm judging ther it can be a growth-mindset message that Says:
are a developing person and | am interested in yuelopment.

It's remarkable how sensitive children are to éhesessages, and how concerned they are
about them. Haim Ginott, the childrearing sagenef1950s through '70s, tells this story. Bruce,
age five, went with his mother to his new kindetgar When they arrived, Bruce looked up at
the paintings on the wall and said, “Who made thagg pictures?” His mother rushed to
correct him: “It’'s not nice to call pictures ugljhen they are so pretty.” But his teacher knew
exactly what he meant. “In here,” she said, “yon’tibave to paint pretty pictures. You can
paint mean pictures if you feel like it.” Bruce galver a big smile. She had answered his real
guestion: What happens to a boy who doesn’t paatfow

Next, Bruce spotted a broken fire engine. He mlakeip and asked in a self-righteous
tone, “Who broke this fire engine?” Again his matheshed in: “What difference does it make
to you who broke it? You don’t know anyone heredit Bhe teacher understood. “Toys are for
playing,” she told him. “Sometimes they get brokiémappens.” Again, his question was
answered: What happens to boys who break toys?

Bruce waved to his mother and went off to stastfinst day of kindergarten. This was
not a place where he would be judged and labeled.

You know, we never outgrow our sensitivity to th@sessages. Several years ago, my
husband and | spent two weeks in Provence, indbthof France. Everyone was wonderful to
us—very kind and very generous. But on the last deydrove to Italy for lunch. When we got
there and found a little family restaurant, teaasted streaming down my face. | felt so nurtured.
| said to David, “You know, in France, when theyfiee to you, you feel like you've passed a
test. But in Italy, there is no test.”

Parents and teachers who send fixed-mindset messag like France, and parents and
teachers who send growth-mindset messages arkdike

Let’s start with the messages parents send to¢hgdren—Dbut, you know, they are also
messages that teachers can send to their studesdaahes can send to their athletes.

PARENTS (AND TEACHERS): MESSAGES ABOUT SUCCESS ANDFAILURE

Messages About Success

Listen for the messages in the following examples:

“You learned that so quickly! You're so smart!”

“Look at that drawing. Martha, is he the next Bgmor what?”

“You're so brilliant, you got an A without everustying!”

If you're like most parents, you hear these apsetijpve, esteem-boosting messages. But
listen more closely. See if you can hear anothessage. It's the one that children hear:

If I don’t learn something quickly, I'm not smatrt.

I shouldn't try drawing anything hard or they’ll eéé¢’'m no Picasso.

I'd better quit studying or they won’t think I'mibiant.

How do | know this? Remember chapter 3, how | thasking about all the praise



parents were lavishing on their kids in the hoperafouraging confidence and achievement?
You're so smart. You're so talented. You're suamatural athlete. And | thought, wait a minute.
Isn’t it the kids with the fixed mindset—the vuladte kids—who are obsessed with this?
Wouldn’t harping on intelligence or talent maked<dall kids—even more obsessed with it?

That's why we set out to study this. After sevgperiments with hundreds of children,
we had some of the clearest findings I've ever sPeaising children’s intelligence harms their
motivation and it harms their performance.

How can that be? Don't children love to be pratsed

Yes, children love praise. And they especiallyelée be praised for their intelligence and
talent. It really does give them a boost, a speg@ahv—but only for the moment. The minute
they hit a snag, their confidence goes out the awndnd their motivation hits rock bottom. If
success means they’re smart, then failure meagsdrgumb. That's the fixed mindset.

Here is the voice of a mother who saw the effetisell-meant praise for intelligence:
| want to share my real-life experience with yoam the mother of a very intelligent fifth
grader. He consistently scores in the 99 perceatilstandardized school tests in math, language
and science, but he has had some very real “sethivproblems. My husband, who is also an
intelligent person, felt his parents never valugdllect and he has overcompensated with our
son in attempting to praise him for “being sma@ver the past years, | have suspected this was
causing a problem, because my son, while he eastgls in school, is reluctant to take on more
difficult work or projects (just as your studies¥) because then he would think he’s not smart.
He projects an over-inflated view of his abilitexsd claims he can perform better than others
(both intellectually and in physical activitiesytlwill not attempt such activities, because of
course, in his failure he would be shattered.

And here is the voice of one of my Columbia studeeflecting on his history:
| remember often being praised for my intelligerather than my efforts, and slowly but surely
| developed an aversion to difficult challenges.stsurprisingly, this extended beyond
academic and even athletic challenges to emotwralenges. This was my greatest learning
disability—this tendency to see performance adlaatéon of character and, if | could not
accomplish something right away, to avoid that @skeat it with contempt.

| know, it feels almost impossible to resist tkiisd of praise. We want our loved ones to
know that we prize them and appreciate their ssese€ven | have fallen into the trap.

One day | came home and my husband, David, hagddal very difficult problem we
had been puzzling over for a while. Before | castiop myself, | blurted out: “You’re brilliant!”
Needless to say, | was appalled at what | had domas the look of horror spread over my
face, he rushed to reassure me. “I know you meamthe most ‘growth-minded’ way. That |
searched for strategies, kept at it, tried all Rinfisolutions, and finally mastered it.”

“Yes,” | said, smiling sweetly, “thatexactlywhat | meant.”

SENDING MESSAGES ABOUT PROCESS AND GROWTH

So what's the alternative to praising talent eeliigence? David’s reassurance gives us a
hint. One of my students tells us more:

I went home this weekend to find my 12-year-oldesigcstatic about school. | asked what she
was so excited about and she said, “I got 102 osaooial studies test!” | heard her repeat this

phrase about five more times that weekend. Atpbatit | decided to apply what we learned in

class to this real-life situation. Rather than sireg her intelligence or her grade, | asked



guestions that made her reflect on the effort shienpo studying and on how she has improved
from the year before. Last year, her grades droppeer and lower as the year progressed so |
thought it was important for me to intervene arekster in the right direction at the beginning
of this year.

Does this mean we can’t praise our children enmdistisally when they do something
great? Should we try to restrain our admirationtifi@ir successes? Not at all. It just means that
we should keep away from a certéind of praise—praise that judges their intelligencéatent.
Or praise that implies that we're proud of themtfair intelligence or talent rather than for the
work they put in.

We can praise them as much as we want for thethyroviented process—what they
accomplished through practice, study, persistesne good strategies. And we can ask them
about their work in a way that admires and apptesitheir efforts and choices.

“That homework was so long and involved. | realimire the way you concentrated and
finished it.”

“That picture has so many beautiful colors. Tedl about them.”

“You put so much thought into this essay. It neaflakes me understand Shakespeare in
a new way.”

“The passion you put into that piano piece givesameal feeling of joy. How do you
feel when you play it?”

| was excited to learn recently that Haim Gintittpugh his lifelong work with children,
came to the same conclusion. “Praise should dealyith the child’s personality attributes, but
with his efforts and achievements.”

Sometimes people are careful to use growth-orikeptaise with their children but then
ruin it by the way they talk about others. | haeaitd parents say in front of their children, “He’s
just a born loser,” “She’s a natural genius,” ohé% a pea-brain.” When children hear their
parents level fixed judgments at others, it commat@s a fixed mindset. And they have to
wonder,Am | next?

This caveat applies to teachers, too! In one stweéytaught students a math lesson spiced
up with some math history, namely, stories aboeagmathematicians. For half of the students,
we talked about the mathematicians as geniuseseasity came up with their math discoveries.
This alone propelled students into a fixed mindgestent the messagéhere are some people
who are born smart in math and everything is easytfem. Then there are the rest of yBar
the other half of the students, we talked aboutihéhematicians as people who became
passionate about math and ended up making grealveises. This brought students into a
growth mindset. The message wakills and achievement come through commitmentéiod.

It's amazing how kids sniff out these messages foominnocent remarks.

One more thing about praise. When we say to anldiWow, you did that so quickly!”
or “Look, you didn’t make any mistakes!” what megsare we sending? We are telling them
that what we prize are speed and perfection. Saedgerfection are the enemy of difficult
learning: “If you think I'm smart when I'm fast anmkrfect, I'd better not take on anything
challenging.” So whashouldwe say when children complete a task—say, math
problems—quickly and perfectly? Should we deny thileenpraise they have earned? Yes. When
this happens, | say, “Whoops. | guess that wag&sy. | apologize for wasting your time. Let’s
do something you can really learn from!”

REASSURING CHILDREN



How do you make a child feel secure before adeperformance? The same principle
applies. Reassuring children about their intellmgear talent backfires. They'll only be more
afraid to show a deficiency.

Kristina was a really bright high school studemoymuch to her shame, did terribly on
tests. She always studied, she always knew theriadateut every time it came to the test, she
got so wound up that her mind went blank. Her gsasiéfered. She disappointed her teachers.
She let her parents down. And it was only goinggbworse as she faced the College Board
tests that the schools she longed to attend psiaddghly.

The night before each test, her parents, seemnwgdsiraught she was, tried to build her
confidence. “Lookyouknow how smart you are amgke know how smart you are. You've got
this nailed. Now, stop worrying.”

They were as supportive as they knew how to bethiety were raising the stakes even
higher. What could they have said instead?

“It must be a terrible thing to feel that everyas@valuating you and you can’t show
what you know. We want you to know that we areevatluating you. We care about your
learning, and we know that you've learned yourfsife’re proud that you’ve stuck to it and
kept learning.”

Messages About Failure

Praising success should be the least of our prahhlaght? Failure seems like a much
more delicate matter. Children may already featalisaged and vulnerable. Let’s tune in again,
this time to the messages parents can send in tfhfagure.

Nine-year-old Elizabeth was on her way to het fisgmnastics meet. Lanky, flexible,
and energetic, she was just right for gymnastied,she loved it. Of course, she was a little
nervous about competing, but she was good at gyinsasd felt confident of doing well. She
had even thought about the perfect place in hanrmohang the ribbon she would win.

In the first event, the floor exercises, Elizabetnt first. Although she did a nice job, the
scoring changed after the first few girls and sist. IElizabeth also did well in the other events,
but not well enough to win. By the end of the emgnishe had received no ribbons and was
devastated.

What would you do if you were Elizabeth’s parents?
1.Tell Elizabethyouthought she was the be2iTell her she was robbed of a ribbon that was
rightfully hers3.Reassure her that gymnastics is not that impo#dtdiel] her she has the ability
and will surely win next timé&.Tell her she didn’t deserve to win.

There is a strong message in our society abouttbdnwost children’s self-esteem, and a
main part of that message Rrotect them from failureWhile this may help with the immediate
problem of a child’s disappointment, it can be hiatnm the long run. Why?

Let’s look at the five possible reactions from mdset point of view—and listen to the
messages:

The first fouthought she was the best) is basically insincghe. was not the best—you
know it, and she does, too. This offers her nopeéor how to recover or how to improve.

The second (she was robbed) places blame on ptitees in fact the problem was
mostly with her performance, not the judges. Do waunt her to grow up blaming others for her
deficiencies?

The third (reassure her that gymnastics doesallyrenatter) teaches her to devalue
something if she doesn’t do well in it right awég/this really the message you want to send?



The fourth (she has the ability) may be the masiggrous message of all. Does ability
automatically take you where you want to go? Iz&lieth didn’t win this meet, why should she
win the next one?

The last option (tell her she didn’t deserve taveieems hardhearted under the
circumstances. And of course you wouldn’t say itejthat way. But that’s pretty much what her
growth-minded father told her.

Here’s what he actually said: “Elizabeth, | knoemnhyou feel. It's so disappointing to
have your hopes up and to perform your best butaain. But you know, you haven't really
earned it yet. There were many girls there who'®erbin gymnastics longer than you and
who’ve worked a lot harder than you. If this is sthing you really want, then it's something
you'll really have to work for.”

He also let Elizabeth know that if she wanteddagygmnastics purely for fun, that was
just fine. But if she wanted to excel in the contpmts, more was required.

Elizabeth took this to heart, spending much mione repeating and perfecting her
routines, especially the ones she was weakesttithefnext meet, there were eighty girls from
all over the region. Elizabeth won five ribbons floe individual events and was the overall
champion of the competition, hauling home a giesplty. By now, her room is so covered with
awards, you can hardly see the walls.

In essence, her father not only told her the frioth also taught her how to learn from her
failures and do what it takes to succeed in theréutHe sympathized deeply with her
disappointment, but he did not give her a phonysbtwat would only lead to further
disappointment.

CONSTRUCTIVE CRITICISM: MORE ABOUT FAILURE MESSAGES

We always hear the teroonstructive criticismBut doesn’t everyone think the criticism
they give their children is constructive? Why wothey give it if they didn’t think it was
helpful? Yet a lot if it is not helpful at all. #'full of judgment about the chil@onstructive
means helping the child to fix something, buildedtér product, or do a better job.

Billy rushed through his homework, skipping sevexgestions and answering the others
in a short, sloppy way. His father hit the rodfhisis your homework? Can't you ever get it
right? You are either dense or irresponsible. Wisdt?” The feedback managed to question his
son’s intelligence and character at the same tmidg@imply that the defects were permanent.

How could the dad have expressed his frustratnohdésappointment without
assassinating his son’s attributes? Here are saye.w

“Son, it really makes me upset when you don’t dollgob. When do you think you can
complete this?”

“Son, is there something you didn’t understanthaassignment? Would you like me to
go over it with you?”

“Son, | feel sad when | see you missing a chaadearn. Can you think of a way to do
this that would help you learn more?”

“Son, this looks like a really boring assignmefuu have my sympathy. Can you think
of a way to make it more interesting?” or “Let’g to think of a way to lessen the pain and still
do a good job. Do you have any ideas?”

“Son, remember | told you how tedious things hedgearn to concentrate? This one is a
real challenge. This will really take all your cemtration skills. Let’s see if you can concentrate
through this whole assignment!”

Sometimes children will judge and label themselGisott tells of Philip, age fourteen,



who was working on a project with his father andidentally spilled nails all over the floor. He
guiltily looked at his dad and said:

PHILIP: ee, I'm so clumsyFATHER: hat’s not what we say when nails sgAHILIP:  hat
do you sayFATHER: ou say, the nails spilled—TI'll pick them uBHILIP: ust like that?
FATHER: ust like thatPHILIP: hanks, Dad.

Children Learn the Messages

Kids with the fixed mindset tell us they get camtmessages of judgment from their
parents. They say they feel as though their teaigsbeing measured all the time.

We asked them: “Suppose your parents offer to y@lpwith your schoolwork. Why
would they do this?”

They said: “The real reason is that they wantesktohow smart | was at the schoolwork
| was working on.”

We asked: “Suppose your parents are happy thajgoa good grade. Why would that
be?”

They said: “They were happy to see | was a smdrt k

We asked: “Suppose your parents discussed yoforpence with you when you did
poorly on something in school. Why would they dis#h

They said: “They might have been worried | wasmé of the bright kids,” and “They
think bad grades might mean I'm not smart.”

So every time something happens, these childrandneessage of judgment.

Maybe all kids think their parents are judgingnthésn’t that what parents do—nag and
judge? That's not what students with the growthdset think. They think their parents are just
trying to encourage learning and good study habliése’s what they say about their parents’
motives:

Q: uppose your parents offer to help you with yatimo®l-work. Why would they do this?

A: hey wanted to make sure | learned as much asld é@m my schoolworkQ: uppose your
parents are happy that you got a good grAdehey’re happy because a good grade means that |
really stuck to my workQ: uppose your parents discussed your performanteyau when

you did poorly on something in scho#l. hey wanted to teach me ways to study betteran th
future.

Even when it was about their conduct or theirtreteships, the kids with the fixed
mindset felt judged, but the kids with the growtimdset felt helped.
Q: magine that your parents became upset when yin't dio what they asked you to do. Why
would they be this wayRIXED-MINDSET CHILD: hey were worried | might be a bad kid.
GROWTH-MINDSET CHILD: hey wanted to help me learn ways of doing itdratext time.

All kids misbehave. Research shows that normahgathildren misbehave every three
minutes. Does it become an occasion for judgmetitef character or an occasion for teaching?
Q: magine that your parents were unhappy when yu'tdshare with other kids. Why would
they be this wayZIXED-MINDSET CHILD: hey thought it showed them what kind of
person | wasGROWTH-MINDSET CHILD: hey wanted to help me learn better skills for
getting along with other kids.

Children learn these lessons early. Children angas toddlers pick up these messages
from their parents, learning that their mistakeswaorthy of judgment and punishment. Or



learning that their mistakes are an occasion fggsestions and teaching.

Here’s a kindergarten boy we will never forget.uaill hear him role-playing different
messages from his two parents. This is the sitnaki@ wrote some numbers in school, they
contained an error, and now he tells us how hisrgamwould react.

MOTHER: ello. What are you sad abolB®Y: gave my teacher some numbers and |
skipped the number 8 and now I'm feeling IO THER: ell, there’s one thing that can cheer
you up.BOY: hat?MOTHER: f you really tell your teacher that you tried ydest, she
wouldn’t be mad at you. [Turning to father] We'retrmad, are wePATHER: h, yes we are!
Son, you better go right to your room.

I wish | could tell you he listened to his mottseegrowth-oriented message. But in our
study, he seemed to heed the judgmental messédue ddd, downgrading himself for his errors
and having no good plan for fixing them. Yet atskelae had his mother’s effort message that he
could, hopefully, put to use in the future.

Parents start interpreting and reacting to thaids behavior at minute one. A new
mother tries to nurse her baby. The baby criesnandt nurse. Or takes a few sucks, gives up,
and starts screaming. Is the baby stubborn? Ibahg deficient? After all, isn’t nursing an
inborn reflex? Aren’t babies supposed to be “nastira nursing? What's wrong with my baby?

A new mother in this situation told me: “At firsgot really frustrated. Then | kept your
work in mind. | kept saying to my baby, ‘We’re bdéarning how to do this. | know you're
hungry. | know it’s frustrating, but we’re learnind@his way of thinking helped me stay cool
and guide her through till it worked. It also helpme understand my baby better so | knew how
to teach her other things, too.”

Don’t judge. Teach. It's a learning process.

CHILDREN PASS ON THE MESSAGES

Another way we know that children learn these ragss is that we can see how they
pass them on. Even young children are ready tografise wisdom they’ve learned. We asked
second-grade children: “What advice would you dove child in your class who was having
trouble in math?”

Here’s the advice from a child with the growth oset:

Do you quit a lot? Do you think for a minute anénbhstop? If you do, you should think for a
long time—two minutes maybe and if you can’t gsetati should read the problem again. If you
can't get it then, you should raise your hand asidthe teacher.

Isn’t that the greatest? The advice from childséth the fixed mindset was not nearly as
useful. Since there’s no recipe for success iffi¥eel mindset, their advice tended to be short
and sweet. “I'm sorry” was the advice of one claklhe offered his condolences.

Evenbabiescan pass along the messages they've received. Miairyand Carol George
studied abused children, who had been judged angled by their parents for crying or
making a fuss. Abusive parents often don’t understhaat children’s crying is a signal of their
needs, or that babies can’t stop crying on commiastead, they judge the child as disobedient,
willful, or bad for crying.

Main and George watched the abused children (wére wne to three years old) in their
day care setting, observing how they reacted whieer children were in distress and crying.
The abused children often became angry at theedstd children, and some even tried to assault
them. They had gotten the message that childrencmhare to be judged and punished.



We often think that the legacy of abuse gets mhesdo others only when the victims of
abuse become parents. But this amazing study stiawshildren learn lessons early and they
act on them.

How didnomabused children react to their distressed classibgptde way? They
showed sympathy. Many went over to the crying ctaldee what was wrong and to see if they
could help out.

ISN'T DISCIPLINE TEACHING?

Many parents think that when they judge and pynigtyare teaching, as in “I'll teach
you a lesson you'll never forget.” What are thegct@ng? They are teaching their children that if
they go against the parents’ rules or values, thieg’judged and punished. They're not teaching
their children how to think through the issues aathe to ethical, mature decisions on their own.

And chances are, they’re not teaching their caiidhat the channels of communication
are open.

Sixteen-year-old Alyssa came to her mother andl thait she and her friends wanted to
try alcohol. Could she invite them over for a “ctaikparty”? On the face of it, this might seem
outrageous. But here’s what Alyssa meant. She anttiends had been going to parties where
alcohol was available, but they didn’t want toitrin a setting where they didn’t feel safe and in
control. They also didn’t want to drive home afieinking. They wanted to try it in a supervised
setting, with their parents’ permission, where ttiparents could come and pick them up
afterward.

It doesn’t matter whether Alyssa’s parents sa&lgeno. They had a full discussion of
the issues involved. They had a far more instreatiscussion than what would have followed
from an outraged, angry, and judgmental dismissal.

It's not that growth-minded parents indulge anddte their children. Not at all. They set
high standards, but they teach the children horeach them. They say no, but it’s a fair,
thoughtful, and respectful no. Next time you'reaiposition to discipline, ask yourself, What is
the message I'm sending herevill judge and punish ycduOrl will help you think and learn

MINDSETS CAN BE A LIFE-AND-DEATH MATTER

Of course parents want the best for their childben sometimes parents put their
children in danger. As the director of undergradwstidies for my department at Columbia, |
saw a lot of students in trouble. Here is the stdrg great kid who almost didn’'t make it.

Sandy showed up in my office at Columbia one wesfore graduation. She wanted to
change her major to psychology. This is basicallyaaky request, but | sensed her desperation
and listened carefully to her story. When | looke@r her record, it was filled with A+’s and
F’'s. What was going on?

Sandy had been groomed by her parents to go teakthBecause of their fixed mindset,
the only goal of Sandy’s education was to provewmth and competence (and perhaps theirs)
by gaining admission to Harvard. Going there waukhn that she was truly intelligent. For
them, it was not about learning. It was not abauwtsping her love of science. It was not even
about making a great contribution. It was aboutidihel. But she didn’t get in. And she fell into
a depression that had plagued her ever since. 8oesethe managed to work effectively (the
A+’s), but sometimes she did not (the F’s).

| knew that if I didn’t help her she wouldn’t graate, and if she didn’t graduate she
wouldn’t be able to face her parents. And if sheldo't face her parents, | didn’t know what
would happen.

| was legitimately able to help Sandy graduatée that isn’t really the point. It's a real



tragedy to take a brilliant and wonderful kid li&andy and crush her with the weight of these
labels.

I hope these stories will teach parents to “whatliest” for their children in the right
way—Dby fostering their interests, growth, and |é&agn

WANTING THE BEST IN THE WORST WAY

Let’'s look more closely at the message from SanggrentsWe don’t care about who
you are, what you're interested in, and what yon bacome. We don’t care about learning. We
will love and respect you only if you go to Harvard

Mark’s parents felt the same way. Mark was an ptopal math student, and as he
finished junior high he was excited about goingtaoyvesant High School, a special high school
in New York with a strong math-and-science curucal There, he would study math with the
best teachers and talk math with the most advasiteténts in the city. Stuyvesant also had a
program that would let him take college math cosieteColumbia as soon as he was ready.

But at the last moment, his parents would nohilet go. They had heard that it was hard
to get into Harvard from Stuyvesant. So they mddedo to a different high school.

It didn’t matter that he wouldn’t be able to pudus interests or develop his talents as
well. Only one thing mattered, and it starts with-a

“WE LOVE YOU—ON OUR TERMS”

It's not just’m judging you.lt's I'm judging you and I'll only love you if you
succeed—on my terms.

We've studied kids ranging from six years old adlege age. Those with the fixed
mindset feel their parents won’t love and respleetrt unless they fulfill their parents’
aspirations for them. The college students say:

“I often feel like my parents won't value me ifi’ not as successful as they would like.”

Or: “My parents say | can be anything | like, bdetp down | feel they won’t approve of
me unless | pursue a profession they admire.”

John McEnroe’s father was like that. He was judgtale—everything was
black-and-white—and he put on the pressure. “Mept pushed me. . . . My dad was the one
mainly. He seemed to live for my growing little jancareer. . . . | remember telling my dad that
| wasn't enjoying it. I'd say, ‘Do you have to corteeevery match? Do you have to come to this
practice? Can’t you take one off?’”

McEnroe brought his father the success he craugdylcEnroe didn’t enjoy a moment
of it. He says he enjoyed tkensequencesf his success—being at the top, the adulatiod, an
the money. However, he says, “Many athletes seeintw love to play their sport. | don’t think
| ever felt that way about tennis.”

| think he did love it at the very beginning, besa he talks about how at first he was
fascinated by all the different ways you couldehtiall and create new shots. But we never hear
about that kind of fascination again. Mr. McEnragvshis boy was good at tennis and on went
the pressure, the judgment, and the love that diaeon his son’s success.

Tiger Woods'’s father presents a contrast. There’doubt that this guy is ambitious. He
also sees his son as a chosen person with a Ged-destiny, but he fostered Tiger’s love of
golf and raised Tiger to focus on growth and leagni‘If Tiger had wanted to be a plumber, |
wouldn’t have minded, as long as he was a hellgtimmber. The goal was for him to be a good
person. He's a great person.” Tiger says in retiMy, parents have been the biggest influence
in my life. They taught me to give of myself, mgng, talent, and, most of all, my love.” This
shows that you can have superinvolved parents whéoster the child’s own growthrather



than replacing it with their own pressure and judgts.

Dorothy DelLay, the famous violin teacher, encotedgressure-cooker parents all the
time. Parents who cared more about talent, imagk|adbels than about the child’s long-term
learning.

One set of parents brought their eight-year-olgtogplay for DelLay. Despite her
warnings, they had made him memorize the Beethuiaim concerto. He was note-perfect, but
he played like a frightened robot. They had, irt,fadned his playing to suit their idea of talent,
as in, “My eight-year-old can play the Beethovealini concerto. What can yours do?”

DelLay spent countless hours with a mother whaiediit was time for her son to be
signed by a fancy talent agency. But had she fatb®elay’s advice? No. For quite a while,
DelLay had been warning her that her son didn’t leals@ge enough repertoire. Rather than
heeding the expert advice and fostering her saeveldpment, however, the mother refused to
believe that anyone could turn down a talent lilefor such a slight reason.

In sharp contrast was Yura Lee’s mother. Mrs. &leays sat serenely during Yura’'s
lesson, without the tension and frantic note takihgome of the other parents. She smiled, she
swayed to the music, she enjoyed herself. As dtrédaura did not develop the anxieties and
insecurities that children with overinvested, judgnal parents do. Says Yura, “I'm always
happy when | play.”

IDEALS

Isn’t it natural for parents to set goals and hiaeals for their children? Yes, but some
ideals are helpful and others are not. We askddgmbktudents to describe their ideal of a
successful student. And we asked them to tell usthey thought they measured up to that
ideal.

Students with the fixed mindset described iddzds$ ¢ould not be worked toward. You
had it or you didn't.

“The ideal successful student is one who comestiminnate talent.”

“Genius, physically fit and good at sports. They got there based on natural ability.”

Did they think they measured up to their idealsMonot. Instead, they said these ideals
disrupted their thinking, made them procrastinatade them give up, and made them
stressed-out. They were demoralized by the idesl tould never hope to be.

Students with the growth mindset described idiedsthese:

“A successful student is one whose primary gotd isxpand their knowledge and their
ways of thinking and investigating the world. Thegynot see grades as an end in themselves but
as means to continue to grow.”

Or: “The ideal student values knowledge for itsxasake, as well as for its instrumental
uses. He or she hopes to make a contribution tetycat large.”

Were they similar to their ideal? They were wogkioward it. “As similar as | can
be—hey, it takes effort.” Or: “I believed for maggars that grades/tests were the most
important thing but | am trying to move beyond thateir ideals were inspiring to them.

When parents give their children a fixed-mindsetl, they are asking them to fit the
mold of the brilliant, talented child, or be deemeunvorthy. There is no room for error. And
there is no room for the children’s individualityhelr interests, their quirks, their desires and
values. | can hardly count the times fixed-mingssents have wrung their hands and told me
how their children were rebelling or dropping out.

Haim Ginott describes Nicholas, age seventeen:

In my father’s mind there is a picture of an ideah. When he compares him to me, he is deeply



disappointed. | don't live up to my father’s dreg®mce early childhood, | sensed his
disappointment. He tried to hide it, but it came ioua hundred little ways—in his tone, in his
words, in his silence. He tried hard to make mara@n copy of his dreams. When he failed he
gave up on me. But he left a deep scar, a perméeelinig of failure.

When parents help their children construct gromiheed ideals, they are giving them
something they can strive for. They are also givimr children growing room, room to grow
into full human beings who will make their contrilmun to society in a way that excites them. |
have rarely heard a growth-minded parent say, “baappointed in my child.” Instead, with a
beaming smile, they say, “I am amazed at the inlolegerson my child has become.”

Everything I've said about parents applies to heas, too. But teachers have additional
concerns. They face large classes of studentsdifféring skills, whose past learning they’'ve
had no part in. What'’s the best way to educateetsagients?

TEACHERS (AND PARENTS): WHAT MAKES A GREAT TEACHER (OR
PARENT)?

Many educators think that lowering their standavdkgive students success
experiences, boost their self-esteem, and raiseabtieievement. It comes from the same
philosophy as the overpraising of students’ ingelfice. Well, it doesn’t work. Lowering
standards just leads to poorly educated studeris®eh entitled to easy work and lavish praise.

For thirty-five years, Sheila Schwartz taught aagi English teachers. She tried to set
high standards, especially since they were goingasgs on their knowledge to generations of
children. But they became indignant. “One studetipse writing was full of grammatical
mistakes and misspellings,” she says, “marchednmtmffice with her husband from West
Point—in a dress uniform, his chest covered withhons—because her feelings had been hurt
by my insistence on correct spelling.”

Another student was asked to summarize the thére Kill a Mockingbird,Harper
Lee’s novel about a southern lawyer fighting pregadand (unsuccessfully) defending a black
man accused of murder. The student insisted thedlveas that “all people are basically nice.”
When Schwartz questioned that conclusion, the studé the class and reported her to the
dean. Schwartz was reprimanded for having standhatlsvere too high. Why, Schwartz asks,
should the low standards of these future teachef®hored above the needs of the children they
will one day teach?

On the other hand, simply raising standards insctibols, without giving students the
means of reaching them, is a recipe for disadt@rst pushes the poorly prepared or poorly
motivated students into failure and out of school.

Is there a way to set standards hagid have students reach them?

In chapter 3, we saw in the work of Falko Rheight@at teachers with the growth
mindset brought many low achievers up into the faghieving range. We saw in the
growth-minded teaching of Jaime Escalante thatrieitg high school students could learn
college calculus, and in the growth-minded teacliniglarva Collins that inner-city grade
school children could read Shakespeare. In thiptehawve’ll see more. We’'ll sedeow
growth-oriented teaching unleashes children’s minds

I'll focus on three great teachers, two who worketh students who are considered
“disadvantaged” and one who worked with studentsiciered supertalented. What do these
great teachers have in common?

Great Teachers



The great teachers believe in the growth of thellett and talent, and they are
fascinated with the process of learning.

Marva Collins taught Chicago children who had bgelged and discarded. For many,
her classroom was their last stop. One boy had ime@md out of thirteen schools in four years.
One stabbed children with pencils and had beemihiaut of a mental health center. One
eight-year-old would remove the blade from the [dest@rpener and cut up his classmates’
coats, hats, gloves, and scarves. One child reféorkilling himself in almost every sentence.
One hit another student with a hammer on his fiest These children hadn’t learned much in
school, but everyone knew it was their own faulteiiyone but Collins.

When60 Minutesdid a segment on Collins’s classroom, Morley Safed his best to get
a child to say he didn't like the school. “It's Bard here. There’s no recess. There’s no gym.
They work you all day. You have only forty minufes lunch. Why do you like it? It's just too
hard.” But the student replied, “That’s why I likebecause it makes your brains bigger.”

Chicago Sun-Timesriter Zay Smith interviewed one of the childréWe do hard
things here. They fill your brain.”

As Collins looks back on how she got started,s&yes, “I have always been fascinated
with learning, with thg@rocessof discovering something new, and it was excitmghare in the
discoveries made by my . . . students.” On the fiay of school, she always promised her
students—all students—that they would learn. Shgefd a contract with them.

“I know most of you can’t spell your name. You &dmow the alphabet, you don’t
know how to read, you don’t know homonyms or howythabicate. | promise you that you will.
None of you has ever failed. School may have fajtma Well, goodbye to failure, children.
Welcome to success. You will read hard books i laed understand what you read. You will
write every day. . . . But you must help me to hgp. If you don'’t give anything, don’'t expect
anything. Success is not coming to you, you mustecto it.”

Her joy in her students’ learning was enormousth&y changed from children who
arrived with “toughened faces and glassed-over’d@geshildren who were beginning to brim
with enthusiasm, she told them, “I don’t know wBat Peter has planned for me, but you
children are giving me my heaven on earth.”

Rafe Esquith teaches Los Angeles second gradersgoor areas plagued with crime.
Many live with people who have drug, alcohol, antb&onal problems. Every day he tells his
students that he is no smarter than they are—jost experienced. He constantly makes them
see how much they have grown intellectually—howgmssents that were once hard have
become easier because of their practice and diseipl

Unlike Collins’s school or Esquith’s school, thelllard School of music accepts only
the most talented students in the world. You wdhidk the idea would befou're all talented,
now let’s get down to learnin@ut if anything, the idea of talent and geniusnthsoeven larger
there. In fact, many teachers mentally weededlrmistudents they weren’t going to bother with.
Except for Dorothy Delay, the wondrous violin teacbf Itzhak Perlman, Midori, and Sarah
Chang.

Delay’s husband always teased her about her “nstbue’ belief that anything is
possible. “Here is the empty prairie—let’s buildiy.” That's exactly why she loved teaching.
For her, teaching was about watching something dpefore her very eyes. And the challenge
was to figure out how to make it happen. If studethtin’t play in tune, it was because they
hadn’t learned how.

Her mentor and fellow teacher at Juilliard, Ivaal&@nian, would say, “Oh, he has no ear.



Don't waste your time.” But she would insist on edmenting with different ways of changing
that. How can | do it?) And she usually found a way. As mammd more students wanted a part
of this mindset and as she “wasted” more and mbheiotime on these efforts, Galamian tried
to get the president of Juilliard to fire her.

It's interesting. Both DelLay and Galamian valuaiént, but Galamian believed that
talent was inborn and DelLay believed that it wasiality that could be acquired. “I think it's
too easy for a teacher to say, ‘Oh this child wialsain with it, so | won’t waste my time.” Too
many teachers hide their own lack of ability behimat statement.”

Delay gave her all to every one of her studettbak PerIman was her student and so
was his wife, Toby, who says that very few teaclgetseven a fraction of an Itzhak Perlman in a
lifetime. “She got the whole thing, but | don’t sle she gave him more than she gave me.. ..
and | believe | am just one of many, many such [geb@nce DelLay was asked, about another
student, why she gave so much time to a pupil vitooved so little promise. “I think she has
something special. . . . It's in her person. Thersome kind of dignity.” If DeLay could get her
to put it into her playing, that student would bep&cial violinist.

High Standards and a Nurturing Atmosphere

Great teachers set high standards for all thedestts, not just the ones who are already
achieving. Marva Collins set extremely high staddaright from the start. She introduced
words and concepts that were, at first, way abadvat\wer students could grasp. Yet she
established on Day One an atmosphere of genuiaet@ih and concern as she promised
students they would produce: “I'm gonna love you | love you already, and I'm going to love
you even when you don’t love yourself,” she saithi®boy who wouldn't try.

Do teachers have to love all of their students?dibthey have to care about every
single student.

Teachers with the fixed mindset create an atmaspbfgudging. These teachers look at
students’ beginning performance and decide whoatsand who's dumb. Then they give up on
the “dumb” ones. “They’re nahyresponsibility.”

These teachers don’t believe in improvement, sg tlon't try to create it. Remember the
fixed-mindset teachers in chapter 3 who said:

“According to my experience students’ achievenmeastly remains constant in the
course of a year.”

“As a teacher | have no influence on studentgliattual ability.”

This is how stereotypes work. Stereotypes tetthiees which groups are bright and
which groups are not. So teachers with the fixeddset know which students to give up on
before they’'ve even met them.

More on High Standards and a Nurturing Atmosphere

When Benjamin Bloom studied his 120 world-classosst pianists, sculptors,
swimmers, tennis players, mathematicians, and refsegurologists, he found something
fascinating. For most of them, their first teacheese incredibly warm and accepting. Not that
they set low standards. Not at all, but they cekare atmosphere of trust, not judgment. It was,
“I’'m going to teach you,” not “I'm going to judgeoyr talent.”

As you look at what Collins and Esquith demandettheir students—all their
students—it’s almost shocking. When Collins expahlder school to include young children,
she required that every four-year-old who stanteSeptember be reading by Christmas. And
they all were. The three- and four-year-olds usedcabulary book title&Wocabulary for the
High School StudenThe seven-year-olds were readifftge Wall Street JournaFor older



children, a discussion of Platd®epublicled to discussions of de Tocquevill®emocracy in
America,Orwell’'s Animal Farm,Machiavelli, and the Chicago city council. Heraewy list for

the late-grade-school children includBde Complete Plays of Anton Chekhov, Physics Throug
ExperimentandThe Canterbury Tale®©h, and always Shakespeare. Even the boys whedgick
their teeth with switchblades, she says, loved 8¢pdéare and always begged for more.

Yet Collins maintained an extremely nurturing aspioere. A very strict and disciplined
one, but a loving one. Realizing that her studemie coming from teachers who made a career
of telling them what was wrong with them, she qlyekade known her complete commitment
to them as her students and as people.

Esquith bemoans the lowering of standards. Regdmeltells us, his school celebrated
reading scores that were twenty points below thienal average. Why? Because they were a
point or two higher than the year before. “Maybe ilportant to look for the good and be
optimistic,” he says, “but delusion is not the aeewhose who celebrate failure will not be
around to help today’s students celebrate thes fopping burgers. . . . Someone has to tell
children if they are behind, and lay out a plamtéck to help them catch up.”

All of his fifth graders master a reading listttiecludesOf Mice and Men, Native Son,
Bury My Heart at Wounded Knee, The Joy Luck Clhle, Diary of Anne Frank, To Kill a
Mockingbird,andA Separate Peac&very one of his sixth graders passes an algéetahbthat
would reduce most eighth and ninth graders to t&arsagain, all is achieved in an atmosphere
of affection and deep personal commitment to esargent.

“Challenge and nurture” describes DelLay's approtmin One of her former students
expresses it this way: “That is part of Miss Delsagenius—to put people in the frame of mind
where they can do their best. . . . Very few teezkan actually get you to your ultimate
potential. Miss DeLay has that gift. She challengms at the same time that you feel you are
being nurtured.”

Hard Work and More Hard Work

But are challenge and love enough? Not quitegAdht teachers teach studembsvto
reach the high standards. Collins and Esquith titkm\d their students a reading list and wish
thembon voyageCollins’s students read and discussed every liazbethin class. Esquith
spent hours planning what chapters they would meathss. “I know which child will handle the
challenge of the most difficult paragraphs, aneftdly plan a passage for the shy youngster . . .
who will begin his journey as a good reader. Naghgleft to chance. . . . It takes enormous
energy, but to be in a room with young minds whoghan every word of a classic book and beg
for more if | stop makes all the planning worthvetill

What are they teaching the students en route®vieléarning. To eventually learn and
think for themselves. And to work hard on the fuméatals. Esquith’s class often met before
school, after school, and on school vacations tstenaghe fundamentals of English and math,
especially as the work got harder. His motto: “Ehare no shortcuts.” Collins echoes that idea
as she tells her class, “There is no magic hers. ®ollins is no miracle worker. | do not walk
on water, | do not part the sea. | just love clefdand work harder than a lot of people, and so
will you.”

Delay expected a lot from her students, but siee,duided them there. Most students
are intimidated by the idea of talent, and it ketdygsn in a fixed mindset. But DelLay
demystified talent. One student was sure he coufilay a piece as fast as Itzhak Perlman. So
she didn’t let him see the metronome until he hadewved it. “I know so surely that if he had
been handling that metronome, as he approacheduhater he would have said to himself, |



can never do this as fast as Itzhak Perlman, amebbél have stopped himself.”

Another student was intimidated by the beautifwlred made by talented violinists. “We
were working on my sound, and there was this one hplayed, and Miss DelLay stopped me
and said, ‘Nowthatis a beautiful sound.”” She then explained hoerg\note has to have a
beautiful beginning, middle, and end, leading ith® next note. And he thought, “Wow! If | can
do it there, | can do it everywhere.” Suddenlyeautiful sound of Perlman made sense and
was not just an overwhelming concept.

When students don’t know how to do something ahdrs do, the gap seems
unbridgeable. Some educators try to reassureshelents that they're just fine as they are.
Growth-minded teachers tell students the truthtaed give them the tools to close the gap. As
Marva Collins said to a boy who was clowning aroundlass, “You are in sixth grade and your
reading score is 1.1. | don’t hide your scores fol@er. | tell them to you so you know what you
have to do. Now your clowning days are over.” Thegy got down to work.

Students Who Don'’t Care

What about students who won't work, who don’t daréearn? Here is a shortened
version of an interaction between Collins and Gargtudent who refused to work, ripped up his
homework assignments, and would not participatdass. Collins is trying to get him to go to
the blackboard to do some problems:

COLLINS: weetheart, what are you going to do? Use yoerdifthrow it away?ARY: 'm

not gonna do any damn woi®OLLINS: am not going to give up on you. | am not going t
let you give up on yourself. If you sit there leapiagainst this wall all day, you are going to end
up leaning on something or someone all your lified All that brilliance bottled up inside you
will go to waste.

At that, Gary agreed to go to the board, but tleénsed to address the work there. After
a while Collins said:

“If you do not want to participate, go to the ene and tell your mother, ‘Mother, in
this school we have to learn, and Mrs. Collins dayan’t fool around, so will you please pick
me up.””

Gary started writing. Eventually, Gary became agee participant and an avid writer.
Later that year, the class was discussing Maclethaw his misguided thinking led him to
commit murder. “It's sort of like Socrates says\/'tst, Miss Collins?” Gary piped up. “Macbeth
should have known that ‘Straight thinking leadsti@ight living.” ” For a class assignment, he
wrote, “Somnus, god of sleep, please awaken usléWa sleep, ignorance takes over the
world. . . . Take your spell off us. We don’'t hdeag before ignorance makes a coup d’état of
the world.”

When teachers are judging them, students will tsejgothe teacher by not trying. But
when students understand that school is for themrayafor them to grow their minds—they do
not insist on sabotaging themselves.

In my work, | have seen tough guys shed tears whenrealize they can become
smarter. It's common for students to turn off tbaal and adopt an air of indifference, but we
make a mistake if we think any student stops caring

Growth-Minded Teachers: WhéreThese People?

How can growth-minded teachers be so selflesgtaeyuntold hours to the worst
students? Are they just saints? Is it reasonabdxpect that everyone can become a saint? The
answer is that they’re not entirely selfless. Thmase to learn. And teaching is a wonderful way



to learn. About people and how they tick. About t\Wiau teach. About yourself. And about life.

Fixed-minded teachers often think of themselvelsneshed products. Their role is
simply to impart their knowledge. But doesn’t tigat boring year after year? Standing before
yet another crowd of faces and imparting. Now, shiaard.

Seymour Sarason was a professor of mine when Img®duate school. He was a
wonderful educator, and he always told us to qaesissumptions. “There’s an assumption,” he
said, “that schools are for students’ learning. Wehy aren’t they just as much for teachers’
learning?” | never forgot that. In all of my teaadj | think about whalt find fascinating and
whatl would love to learn more about. | use my teachingrow, and that makes me, even after
all these years, a fresh and eager teacher.

One of Marva Collins’s first mentors taught hex #ame thing—that, above all, a good
teacher is one who continues to learn along wighstindents. And she let her students know that
right up front: “Sometimes | don'’t like other grovaps very much because they think they know
everything. | don’t know everything. | can learhtak time.”

It's been said that Dorothy DelLay was an extrawdi teacher because she was not
interested in teaching. She was interested inilegrn

So, are great teachers born or made? Can anyan€bkins, Esquith, or DelLay? It
starts with the growth mindset—about yourself abdua children. Not just lip service to the
idea that all children can learn, but a deep désireach in and ignite the mind of every child.
Michael Lewis, inThe New York Timetells of a coach who did this for him. “I had axntaste
for...extrawork...and it didn't take lot@figure out how much better my life could be if |
applied this new zeal acquired on a baseball feekthe rest of it. It was as if this baseball coach
had reached inside me, found a rusty switch mafked On Before Attempting to Use and
flipped it.”

Coaches are teachers, too, but their studentsésges and failures are played out in
front of crowds, published in the newspapers, anttem into the record books. Their jobs rest
on producing winners. Let’s look closely at thregdndary coaches to see their mindsets in
action.

COACHES: WINNING THROUGH MINDSET

Everyone who knows me well laughs when | say sor@é® complicated. “What do you
think of so-and-so?” “Oh, he’s complicated.” It'sually not a compliment. It means that
so-and-so may be capable of great charm, warmthganerosity, but there’s an undercurrent of
ego that can erupt at any time. You never realgvkwhen you can trust him.

The fixed mindset makes people complicated. Itesakem worried about their fixed
traits and creates the need to document them, soegeat your expense. And it makes them
judgmental.

The Fixed-Mindset Coach in Action

Bobby Knight, the famous and controversial collegsketball coach, is complicated. He
could be unbelievably kind. One time he passedniipn@ortant and lucrative opportunity to be
a sportscaster, because a former player of hibead in a bad accident. Knight rushed to his
side and saw him through the ordeal.

He could be extremely gracious. After the basketbam he coached won the Olympic
gold medal, he insisted that the team pay homasggesind foremost to Coach Henry Iba. Iba had
never been given proper respect for his Olympioagdishments, and in whatever way he
could, Knight wanted to make up for it. He had tidsm carry Coach Iba around the floor on
their shoulders.



Knight cared greatly about his players’ academeaords. He wanted them to get an
education, and he had a firm rule against missiagses or tutoring sessions.

But he could also be cruel, and this cruelty c&iom the fixed mindset. John Feinstein,
author ofSeason on the Brink, book about Knight and his team, tells us: “Kniglas incapable
of accepting failure. Every defeat was persohalfeam lost, a teaime had selected and
coached. . . . Failure on any level all but desttblyim, especially failure in coaching because it
was coaching that gave him his identity, made Ipetil, set him apart.” A loss made him a
failure, obliterated his identity. So when he wasiycoach—when your wins and losses
measured him—he was mercilessly judgmental. Hisederimg of players who let him down
was, hopefully, without parallel.

In Daryl Thomas, Feinstein says, “Knight saw a/ptaof huge potential. Thomas had
what coaches call a ‘million dollar body.” ” He whi and strong, but also fast. He could shoot
the ball with his left hand or his right hand. Kinigouldn’t live with the thought that Thomas
and his million-dollar body weren't bringing theata success:

“You know what you are Daryl? You are the worstussy I've ever seen play basketball
at this school. The absolute worst pussy ever. Kaue more goddam ability than 95 percent of
the players we’ve had here but you are a pussy fnenop of your head to the bottom of your
feet. An absolute f ussy. That's my assessmieyw after three years.”

To make a similar point, Knight once put a Tampaa player’s locker.

Thomas was a sensitive guy. An assistant coaclyivad this advice: When he’s calling
you an asshole, don'’t listen. But when he statlisgeyou why you’re an asshole, listen. That
way, you'll get better. Thomas couldn’t follow thedvice. He heard everything, and, after the
tirade, he broke down right there on the basketmllt.

The ax of judgment came down on players who haatidacity to lose a game. Often
Knight did not let the guilty parties ride back hemith the rest of the team. They were no
longer worthy of respectful treatment. One timéemahis team reached the semifinals of a
national tournament (but ntte national tournament), he was asked by an inteetievhat he
liked best about the team. “What | like best alibig team right now,” Knight answered, “is the
fact that | only have to watch it play one moredim

Some players could take it better than othersieStdford, who went on to have a
professional career, had come to Indiana with aeats in mind and was able to maintain a
strong growth focus much of the time. He was ablledar and use Knight's wisdom and, for the
most part, ignore the obscene or demeaning pattedirades. But even he describes how the
team broke down under the yoke of Knight's judgregeahd how he himself became so
personally unhappy at some points that he lostdss for the sport.

“The atmosphere was poisonous. . . . When | had p&aying well | had always stayed
upbeat, no matter how much Coach yelled. . . .idwt his negativism, piled on top of my own,
was drowning me. . . . Mom and Dad were conceridy could see the love of the game going
out of me.”

THE HOLY GRAIL: NO MISTAKES

Says Alford, “Coach’s Holy Grail was the mistaked game.” Uh-oh. We know which
mindset makes mistakes intolerable. And Knight'glegions were legendary. There was the
time he threw the chair across the court. Thereth@sime he yanked his player off the court by
his jersey. There was the time he grabbed his play¢he neck. He often tried to justify his
behavior by saying he was toughening the teamngpaping them to play under pressure. But
the truth is, he couldn’t control himself. Was tirair a teaching exercise? Was the chokehold



educational?

He motivated his players, not through respectifem, but through
intimidation—through fear. They feared his judgnseamd explosions. Did it work?

Sometimes it “worked.” He had three championsbgnts. In the “season on the brink”
described by John Feinstein, the team did not beneg experience, or quickness, but they were
contenders. They won twenty-one games, thanks tghKa great basketball knowledge and
coaching skills.

But other times, it didn’t work. Individual playeor the team as a whole broke down. In
the season on the brink, they collapsed at theoétite season. The year before, too, the team
had collapsed under Knight's pressure. Over thesysame players had escaped by transferring
to other schools, by breaking the rules (like agtitlasses or skipping tutoring sessions), or by
going early to the pros, like Isiah Thomas. On alevtour, the players often sat around
fantasizing about where thefiouldhave gone to school, if they hadn’'t made the rkeste#
choosing Indiana.

It's not that Knight had a fixed mindset about piiayers’ ability. He firmly believed in
their capacity to develop. But he had a fixed matddout himself and his coaching ability. The
team was his product, and they had to prove higyabvery time out. They were not allowed to
lose games, make mistakes, or question him in ayy lecause that would reflect on his
competence. Nor did he seem to analyze his mativatistrategies when they weren’t working.
Maybe Daryl Thomas needed another kind of incerdside from ridicule or humiliation.

What are we to make of this complicated man agiaton to young players? His biggest
star, Isiah Thomas, expresses his profound amisigalabout Knight. “You know there were
times when if | had a gun, I think | would have shion. And there were other times when |
wanted to put my arms around him, hug him, andnietl | loved him.”

I would not consider myself an unqualified sucaéssy best student had considered
shooting me.

The Growth-Mindset Coach in Action

A COACH FOR ALL SEASONS

Coach John Wooden produced one of the greatestmbaships records in sports. He
led the UCLA basketball team to the NCAA Champiopsh 1964, 1965, 1967, 1968, 1969,
1970, 1971, 1972, 1973, and 1975. There were ssadoen his team was undefeated, and they
once had an eighty-eight-game winning streak. Af t sort of knew.

What I didn’t know was that when Wooden arrivedJ&tL A, it was a far cry from a
basketball dynasty. In fact, he didn’t want to watkJCLA at all. He wanted to go to
Minnesota. It was arranged that Minnesota wouldnghtam at six o’clock on a certain evening
to tell him if he had the job. He told UCLA to cdiim at seven. No one called at six, six thirty,
or even six forty-five, so when UCLA called at seyhe said yes. No sooner had he hung up
than the call from Minnesota came. A storm had eetsp the phone lines and prevented the six
o’clock phone call with the job offer from gettitigrough.

UCLA had grossly inadequate facilities. For hisffisixteen years, Wooden held practice
in a crowded, dark, and poorly ventilated gym, knas the B.O. Barn because of the
atmospheric effect of the sweating bodies. In Hraesgym, there were often wrestling matches,
gymnastics training, trampoline jumping, and chesling workouts going on alongside
basketball practice.

There was also no place for the games. For theféiw years, they had to use the B.O.
Barn, and then for fourteen more years, they harchteel around the region borrowing gyms



from schools and towns.

Then there were the players. When he put thenugjtr¢heir first practice, he was
shattered. They were so bad that if he’d had awitadirhe way to back out of the job, he would
have. The press had (perceptively) picked his teafimish last in their division, but Wooden
went to work, and this laughable team did not fifest. It won the division title, with
twenty-two wins and seven losses for the seasomnékt year, they went to the NCAA
play-offs.

What did he give them? He gave them constantitigin the basic skills, he gave them
conditioning, and he gave them mindset.

THE HOLY GRAIL: FULL PREPARATION AND FULL EFFORT

Wooden imot complicated. He’s wise and interesting, but nohplicated. He’s just a
straight-ahead growth-mindset guy who lives by thls: “You have to apply yourself each day
to becoming a little better. By applying yourselfthe task of becoming a little better each and
every day over a period of time, you will becometebetter.”

He didn’t ask for mistake-free games. He didnitnded that his players never lose. He
asked for full preparation and full effort from the“Did | win? Did | lose? Those are the wrong
guestions. The correct question is: Did | make mst leffort?” If so, he says, “You may be
outscored buyou will never losé.

He was not a softy. He did not tolerate coastifhtie players were coasting during
practice, he turned out the lights and left: “Gemtén, practice is over.” They had lost their
opportunity to become better that day.

EQUAL TREATMENT

Like DeLay, Wooden gave equal time and attentmalltof his players, regardless of
their initial skills. They, in turn, gave all, albbssomed. Here is Wooden talking about two new
players when they arrived at UCLA: “I looked at le@ne to see what he had and then said to
myself, ‘Oh gracious, if he can make a real contrdn, aplaying contribution, to our team then
we must be pretty lousy.” However, what | couldsge was what these men had inside.” Both
gave just about everything they could possibly gimd both became starters, one as the starting
center on a national championship team.

He respected all players equally. You know howeg@hayers’ numbers are retired after
they move on, in homage to their greatness? Neepkyumber was retired while Wooden was
coach, although he had some of the greatest playaiktime, like Kareem Abdul-Jabbar and
Bill Walton. Later on, when their numbers werenetdi he was against it. “Other fellows who
played on our team also wore those numbers. Soitieeé other players gave me close to
everything they had. . . . The jersey and the nurahet never belong to just one single player,
no matter how great or how big a ‘star’ that patac player is. It goes against the whole concept
of what a team is.”

Wait a minute. He was in the business of winniamgs. Don’t you have to go with your
talented players and give less to the second stgf?gWVell, he didn’play all players equally, but
he gave to all players equally. For example, whenelgruited another player the same year as
Bill Walton, he told him that he would play veritle in actual games because of Walton. But he
promised him, “By the time you graduate you’ll ggbro contract. You'll be that good.” By his
third year, the player was giving Bill Walton a# lsould handle in practice. And when he turned
pro, he was named rookie of the year in his league.

PREPARING PLAYERS FOR LIFE

Was Wooden a genius, a magician able to turn mesglgayers into champions?



Actually, he admits that in terms of basketbaltitacand strategies, he was quite average. What
he was really good at was analyzing and motivatisglayers. With these skills he was able to
help his players fulfill their potential, not just basketball, but in life—something he found even
more rewarding than winning games.

Did Wooden’s methods work? Aside from the ten cpiamship titles, we have the
testimony of his players, none of whom refer tedims.

Bill Walton, Hall of Famer: “Of course, the rearopetition he was preparing us for was
life. . . . He taught us the values and charadiesishat could make us not only good players, but
also good people.”

Denny Crum, successful coach: “I can’t imagine twvha life would have been had
Coach Wooden not been my guiding light. As the yeass, | appreciate him more and more
and can only pray that | can have half as mucluémite on the young people | coach as he has
had on me.”

Kareem Abdul-Jabbar, Hall of Famer: “The wisdonCalach Wooden had a profound
influence on me as an athlete, but an even gredheence on me as a human being. He is
responsible, in part, for the person | am today.”

Listen to this story.

It was the moment of victory. UCLA had just wos first national championship. But
Coach Wooden was worried about Fred Slaughtegyepwho had started every game and had
had a brilliant year up until this final, champibnsgame. The game had not been going well,
and, as it got worse and worse, Wooden felt a ah&iag to made. So he pulled Fred. The
replacement player did a great job, and Woodenrhiattin until the game was virtually won.

The victory was a peak moment. Not only had thsy yvon their first NCAA title by
beating Duke, but they had ended the season witly thins and zero losses. Yet Wooden’s
concern for Fred dampened his euphoria. As Wooeketthle press conference and went to find
Fred, he opened the door to the dressing room.Wasdvaiting for him. “Coach . . . | want you
to know | understand. You had to leave Doug indghercause he played so well, and | didn't. |
wanted to play in the worst way, but | do underdtamd if anyone says | was upset, it's not
true. Disappointed, yes, but upset, no. And | waxy happy for Doug.”

“There are coaches out there,” Wooden says, “vdwe livon championships with the
dictator approach, among them Vince Lombardi andydKnight. | had a different philosophy.
. .. For me, concern, compassion, and considerateye always priorities of the highest order.”

Read the story of Fred Slaughter again and ybouelwhether, under the same
circumstances, Coach Knight would have rushed te@e Daryl Thomas. And would Knight
have allowed Thomas to reach down to find his prifiignity, and generosity in his moment of
disappointment?

Which Is the Enemy: Success or Failure?

Pat Summitt is the coach of the Tennessee wonhbasketball team, the Lady Vols. She
has coached them to six national championshipsdim& come into the game with Wooden’s
philosophical attitude, but was at first more Kriifjke in her stance. Every time the team lost,
she couldn’t let go of it. She continued to livebieating it to death and torturing herself and the
team with it. Then she graduated to a love—hatdiogiship with losing. Emotionally, it still
makes her feel sick. But she loves what it doeferties everyone, players and coaches, to
develop a more complete game. It is success tisabé@me the enemy.

Wooden calls it being “infected” with success. Réey, former coach of the
championship Los Angeles Lakers team, calls it'theease of me”—thinkingou are the



success, and chucking the discipline and the waakdot you there. Summitt explains, “Success
lulls you. It makes the most ambitious of us coroptd and sloppy.” As Summitt spoke,
Tennessee had won five NCAA Championships, but onbewhen they were favored to win.
“On every other occasion, we were upset. We'vedsstany as four or five titles that we were
predicted to win.”

After the 1996 championship, the team was compladéde older players were the
national champions, and the new players expectbd gwept to victory merely by being at
Tennessee. It was a disaster. They began to laslsa badly. On December 15, they were
crushed by Stanford on their own home court. A f@ames later, they were crushed again. Now
they had five losses and everyone had given up@m.tThe North Carolina coach, meaning to
comfort Summitt, told her, “Well, just hang in tleetil next year.” HBO had come to Tennessee
to film a documentary, but now the producers weoking for another team. Even her assistants
were thinking they wouldn’t make it into the Marchampionship play-offs.

So before the next game, Summitt met with the tearfive hours. That night, they
played Old Dominion, the second-ranked team ircthentry. For the first time that season, they
gave all. But they lost again. It was devastatirtgey had invested, gone for it, and still lost.
Some were sobbing so hard, they couldn’t spea&yen breathe. “Get your heads up,” Summitt
told them. “If you give effort like this all thertie, if you fight like this, I'm telling you, |
promiseyou, we'll be there in March.” Two months lateeyhwere the national champions.

Conclusion? Beware of success. It can knock ytmarfixed mindset: “I won because |
have talent. Therefore I will keep winning.” Sucgean infect a team or it can infect an
individual. Alex Rodriguez, one of the best playerbaseball, is not infected with success.
“You never stay the same,” he says, “You eitheoge way or the other.”

OUR LEGACY

As parents, teachers, and coaches, we are entwigtepeople’s lives. They are our
responsibility and our legacy. We now know thatdgh@wvth mindset has a key role to play in
helpingusfulfill our mission and in helpinghemfulfill their potential.

Grow Your Mindsete very word and action from parent to child seadsessage.
Tomorrow, listen to what you say to your kids andg in to the messages you're sending. Are
they messages that s&§ou have permanent traits and I'm judging tRe@r are they messages
that sayYou're a developing person and I'm interested iarydevelopmerte ow do you use
praise? Remember that praising children’s intefiggeor talent, tempting as it is, sends a
fixed-mindset message. It makes their confidenceraotivation more fragile. Instead, try to
focus on therocesseshey used—their strategies, effort, or choiceacte working the
process praise into your interactions with youtdsen. « atch and listen to yourself carefully
when your child messes up. Remember that consteuctiticism is feedback that helps the child
understand how to fix something. It's not feedbtkt labels or simply excuses the child. At the
end of each day, write down the constructive gsitic(and the process praise) you've given your
kids.e arents often set goals their children cankwoward. Remember that having innate talent
is not a goal. Expanding skills and knowledge &y Pareful attention to the goals you set for
your children.e fyou're a teacher, remember tbatering standards doesn’t raise students’
self-esteem. But neither does raising standardsowitgiving students ways of reaching them.
The growth mindset gives you a way to set highdaamsand have students reach them. Try
presenting topics in a growth framework and givsiggdents process feedback. I think you'll like
what happens. ¢ 0 you think of your slower studestkids who will never be able to learn
well? Do they think of themselves as permanentiylof2 Instead, try to figure out what they



don’t understand and what learning strategies tdoeyt have. Remember that great teachers
believe in the growth of talent and intellect, amd fascinated by the process of learning.s re
you a fixed-mindset coach? Do you think first ancemost about your record and your
reputation? Are you intolerant of mistakes? Do yrguto motivate your players though
judgment? That may be what’s holding up your add&iry on the growth mindset. Instead of
asking for mistake-free games, ask for full comneitinand full effort. Instead of judging the
players, give them the respect and the coachingrteed to develop.s s parents, teachers, and
coaches, our mission is developing people’s pakritet’s use all the lessons of the growth
mindset—and whatever else we can—to do this.

Chapter 8

CHANGING MINDSETS: A WORKSHOP

The growth mindset is based on the belief in chaage,the most gratifying part of my
work is watching people change. Nothing is bettantseeing people find their way to things
they value. This chapter is about kids and adults feund their way to using their abilities. And
about how all of us can do that.

THE NATURE OF CHANGE

| was in the middle of first grade when my famitpved. Suddenly | was in a new
school. Everything was unfamiliar—the teacher,dtuglents, and the work. The work was what
terrified me. The new class was way ahead of myokl or at least it seemed that way to me.
They were writing letters | hadn’t learned to wiyit. And there was a way to do everything that
everyone seemed to know except me. So when thiedesaid, “Class, put your name on your
paper in the right place,” | had no idea what sleamb.

So | cried. Each day things came up that | dilntw how to do. Each time, | felt lost
and overwhelmed. Why didn't | just say to the teachMrs. Kahn, | haven't learned this yet.
Could you show me how?”

Another time when | was little, my parents gavemaney to go to the movies with an
adult and a group of kids. As | rounded the cotoghe meeting place, | looked down the block
and saw them all leaving. But instead of runnirtgrahem and yelling, “Wait for me!” | stood
frozen, clutching the coins in my hand and watchirgn recede into the distance.

Why didn’t | try to stop them or catch up with the Why did | accept defeat before |
had tried some simple tactics? | know that in ngadns | had often performed magical or
superhuman feats in the face of danger. | even aieture of myself in my self-made
Superman cape. Why, in real life, couldn’t | docadinary thing like ask for help or call out for
people to wait?

In my work, | see lots of young children like thidright, seemingly resourceful children
who are paralyzed by setbacks. In some of ourasutley just have to take the simplest action
to make things better. But they don’t. These aeeythung children with the fixed mindset. When
things go wrong, they feel powerless and incapable.

Even now, when something goes wrong or when sangegromising seems to be
slipping away, | still have a passing feeling ofygolessness. Does that mean | haven’t changed?

No, it means that change isn't like surgery. Ewéren you change, the old beliefs aren’t
just removed like a worn-out hip or knee and reptewith better ones. Instead, the new beliefs
take their place alongside the old ones, and asttbeome stronger, they give you a different
way to think, feel, and act.



Beliefs Are the Key to Happiness (and to Misery)

In the 1960s, psychiatrist Aaron Beck was workinth his clients when he suddenly
realized it was theipeliefsthat were causing their problems. Just before tékewa wave of
anxiety or depression, something quickly flashedugh their minds. It could be: “Dr. Beck
thinks I’'m incompetent.” Or “This therapy will nenveiork. I'll never feel better.” These kinds of
beliefs caused their negative feelings not onlghetherapy session, but in their lives, too.

They weren't beliefs people were usually conscioiuy et Beck found he could teach
people to pay attention and hear them. And thediseovered he could teach them how to work
with and change these beliefs. This is how cogaitherapy was born, one of the most effective
therapies ever developed.

Whether they’re aware of it or not, all people keerunning account of what'’s
happening to them, what it means, and what theyldhio. In other words, our minds are
constantly monitoring and interpreting. That’s jbstv we stay on track. But sometimes the
interpretation process goes awry. Some people ptg extreme interpretations on things that
happen—and then react with exaggerated feelingsxity, depression, or anger. Or
superiority.

Mindsets Go Further

Mindsets frame the running account that’s takitag@in people’s heads. They guide the
whole interpretation process. The fixed mindseat@g an internal monologue that is focused on
judging: “This means I'm a loser.” “This means larbetter person than they are.” “This means
I’'m a bad husband.” “This means my partner is sklfi

In several studies, we probed the way people aviiked mindset dealt with information
they were receiving. We found that they put a \&rgng evaluation on each and every piece of
information. Something good led to a very strongifpee label and something bad led to a very
strong negative label.

People with a growth mindset are also constantwitoring what's going on, but their
internal monologue is not about judging themsebrad others in this way. Certainly they’'re
sensitive to positive and negative information, theaty’re attuned to its implications for learning
and constructive action: What can | learn from2hiow can | improve? How can | help my
partner do this better?

Now, cognitive therapy basically teaches peopleto in their extreme judgments and
make them more reasonable. For example, suppos@ Atzes poorly on a test and draws the
conclusion, “I'm stupid.” Cognitive therapy wouldach her to look more closely at the facts by
asking: What is the evidence for and against youchkision? Alana may, after prodding, come
up with a long list of ways in which she has beempetent in the past, and may then confess, I
guess I'm not as incompetent as | thought.”

She may also be encouraged to think of reasondighmorly on the test other than
stupidity, and these may further temper her neggtidgment. Alana is then taught how to do
this for herself, so that when she judges hersajatively in the future, she can refute the
judgment and feel better.

In this way, cognitive therapy helps people makeamwealistic and optimistic judgments.
But it does not take them out of the fixed mindedtits world of judgmentt does not confront
the basic assumption—the idea that traits are fixtht is causing them to constantly measure
themselves. In other words, it does not escort thenof the framework of judgment and into
the framework of growth.

This chapter is about changing the internal maguedofrom a judging one to a



growth-oriented one.

THE MINDSET LECTURES

Just learning about the growth mindset can caumseg shift in the way people think about
themselves and their lives.

So each year in my undergraduate course, | tdamit shese mindsets—not only because
they are part of the topic of the course but alstabse | know what pressure these students are
under. Every year, students describe to me hovetitess have changed them in all areas of
their lives.

Here is Maggie, the aspiring writer:
| recognized that when it comes to artistic or tueaendeavors | had internalized a fixed
mindset. | believed that people were inherentlisaictor creative and that you could not
improve through effort. This directly affected nifelbecause | have always wanted to be a
writer, but have been afraid to pursue any writtegses or to share my creative writing with
others. This is directly related to my mindset hseaany negative criticism would mean that |
am not a writer inherently. | was too scared toasepmyself to the possibility that I might not be
a “natural.”"Now after listening to your lecture)dve decided to register for a creative writing
class next term. And | feel that | have really camenderstand what was preventing me from
pursuing an interest that has long been my seoeat | really feel this information has
empowered me!

Maggie’s internal monologue used to sBgn't do it. Don’t take a writing class. Don’t
share your writing with others. It's not worth thek. Your dream could be destroyed. Protect it.

Now it saysGo for it. Make it happen. Develop your skills. Bug your dream.

And here’s Jason, the athlete:
As a student athlete at Columbia | had exclusittedyfixed mindset. Winning was everything
and learning did not enter the picture. Howevegerdistening to your lectures, | realized that
this is not a good mindset. I've been working carheng while | compete, under the realization
that if I can continually improve, even in matchiewjll become a much better athlete.

Jason’s internal monologue used to\Wen. Win. Yothaveto win. Prove yourself.
Everything depends on it.

Now it's: Observe. Learn. Improve. Become a better athlete.

And finally, here’s Tony, the recovering genius:
In high school | was able to get top grades withimal studying and sleeping. | came to believe
that it would always be so because | was natugitgd with a superior understanding and
memory. However, after about a year of sleep dafigm my understanding and memory began
to not be so superior anymore. When my naturahtsjevhich | had come to depend on almost
entirely for my self-esteem (as opposed to my @ttt focus, my determination or my ability to
work hard), came into question, | went through espeal crisis that lasted until a few weeks ago
when you discussed the different mindsets in cldaslerstanding that a lot of my problems
were the result of my preoccupation with provingseiyto be “smart” and avoiding failures has
really helped me get out of the self-destructiviegua | was living in.

Tony’s internal monologue went froim naturally gifted. | don’t need to study. | don’
need to sleep. I'm superior.
To: Uh-oh, I'm losing it. | can’t understand thingsgan’t remember things. What am |



now?

To: Don’t worry so much about being smart. Don’t wosy much about avoiding
failures. That becomes self-destructive. Let'stdtastudy and sleep and get on with life.

Of course, these people will have setbacks arapd@ntments, and sticking to the
growth mindset may not always be easy. But justding it gave them another way to be.
Instead of being held captive by some intimidafengtasy about the Great Writer, the Great
Athlete, or the Great Genius, the growth mindseeghem courage to embrace their own goals
and dreams. And more important, it gave them atwayork toward making them real.

A MINDSET WORKSHOP

Adolescence, as we've seen, is a time when harfddds turn off to school. You can
almost hear the stampede as they try to get dsofarlearning as possible. This is a time when
students are facing some of the biggest challeofygeir young lives, and a time when they are
heavily evaluating themselves, often with a fixeidabset. It is precisely the kids with the fixed
mindset who panic and run for cover, showing pluntimgemotivation and grades.

Over the past few years, we've developed a wonk$bothese students. It teaches them
the growth mindset and how to apply it to theiraavork. Here is part of what they're told:
Many people think of the brain as a mystery. They'tdknow much about intelligence and how
it works. When they do think about what intelligens, many people believe that a person is
born either smart, average, or dumb—and staysatagtfor life. But new research shows that
the brain is more like a muscle—it changes and gfed&iger when you use it. And scientists
have been able to show just how the brain growsgatelstronger when you learn.

We then describe how the brain forms new connestamd “grows” when people
practice and learn new things.
When you learn new things, these tiny connectiarthe brain actually multiply and get
stronger. The more that you challenge your minig@aon, the more your brain cells grow. Then,
things that you once found very hard or even imipdess-like speaking a foreign language or
doing algebra—seem to become easy. The resulitieiager, smarter brain.

We go on to point out that nobody laughs at baaressays how dumb they are because
they can’t talk. They just haven't learned yet. $#%®w students pictures of how the density of
brain connections changes during the first yealges babies pay attention, study their world,
and learn how to do things.

Over a series of sessions, through activitiesdisclissions, students are taught study
skills and shown how to apply the lessons of tleevtin mindset to their studying and their
schoolwork.

Students love learning about the brain, and teeudisions are very lively. But even more
rewarding are the comments students make abousttees. Let’s revisit Jimmy, the hard-core
turned-off student from chapter 3. In our verytfisorkshop, we were amazed to hear him say
with tears in his eyes: “You mean | don’t have éodumb?”

You may think these students are turned off, maw that they never stop caring.
Nobody gets used to feeling dumb. Our workshop datamy, “You're in charge of your mind.
You can help it grow by using it in the right wayAhd as the workshop progressed, here is what
Jimmy’s teacher said about him:

Jimmy, who never puts in any extra effort and offeesn’t turn in homework on time, actually
stayed up late working for hours to finish an assignt early so | could review it and give him a



chance to revise it. He earned a B+ on the assigh(he had been getting C’s and lower).

Incidentally, teachers weren't just trying to beento us by telling us what we wanted to
hear. The teachers didikbhowwho was in our growth-mindset workshop. This wasduse we
had another workshop too. This workshop met jusbasy times, and taught them even more
study skills. And students got just as much persatt@ntion from supportive tutors. But they
didn’t learn the growth mindset and how to apply it

Teachers didn’t know which of their students wenivhich of the workshops, but they
still singled out Jimmy anchanyof the students in the growth-mindset workshofetious that
they’d seen real changes in their motivation toread improve.

Lately | have noticed that some students have agrappreciation for improvement. . . . R. was
performing below standards. . . . He has learnexpfweciate the improvement from his grades
of 52, 46, and 49 to his grades of 67 and 71He valued his growth in learning Mathematics.
M. was far below grade level. During the past seMeeeks, she has voluntarily asked for extra
help from me during her lunch period in order tgiove her test-taking performance. Her
grades drastically improved from failing to an 84the most recent exam.

Positive changes in motivation and behavior arecaable in K. and J. They have begun to work
hard on a consistent basis.

Several students have voluntarily participatedeargutoring sessions during their lunch periods
or after school. Students such as N. and S. wagmawhen they requested the extra help and
were motivated by the prospect of sheer improvement

We were eager to see whether the workshop affettei@®nts’ grades, so, with their
permission, we looked at students’ final markshaténd of the semester. We looked especially
at their math grades, since these reflected raatileg of challenging new concepts.

Before the workshops, students’ math grades head beffering badly. But afterward, lo
and behold, students who'd been in the growth-ngthd®rkshop showed a jump in their grades.
They were now clearly doing better than the stugleriito’d been in the other workshop.

The growth-mindset workshop—just eight sessiongHehad a real impact. This one
adjustment of students’ beliefs seemed to unldaain brain power and inspire them to work and
achieve. Of course, they were in a school whereghaehers were responsive to their outpouring
of motivation, and were willing to put in the extk@rk to help them learn. Even so, these
findings show the power of changing mindsets.

The students in the other workshop did not impr@&spite their eight sessions of
training in study skills and other good things ytlsbowed no gains. Because they were not
taught to think differently about their minds, thegre not motivated to put the skills into
practice.

The mindset workshop put students in charge of brains. Freed from the vise of the
fixed mindset, Jimmy and others like him could nose their minds more freely and fully.

BRAINOLOGY

The problem with the workshop was that it requiadalg staff to deliver it. This
wouldn’t be feasible on a large scale. Plus, thehiers weren't directly involved. They could be
a big factor in helping to sustain the student&giaSo we decided to put our workshop on
interactive computer modules and have teacheredhbalr classes through the modules.

With the advice of educational experts, media espand brain experts, we developed
the “Brainology”%.program. It presents animated figures, Chris aalliB—seventh graders



who are cool but are having problems with theirosdWwork. Dahlia is having trouble with
Spanish, and Chris with math. They visit the laldafCerebrus, a slightly mad brain scientist,
who teaches them all about the brain and the catdeseding of it. He teaches them what to do
for maximum performance from the brain (like slegpenough, eating the right things, and
using good study strategies) and he teaches thenth®brain grows as they learn. The
program, all along, shows students how Chris anfdi®apply these lessons to their
schoolwork. The interactive portions allow studdntgo brain experiments, see videos of real
students with their problems and study strategeexymmend study plans for Chris and Dabhlia,
and keep a journal of their own problems and spldgs.

Here are some of the seventh graders writing abowrtthis program changed them:
After Brainology, | now have a new look at thingw, my attitude towards the subjects | have
trouble in [is] I try harder to study and masteg Hkills. . . . | have been using my time more
wisely, studying everyday and reviewing the notes t took on that day. | am really glad that |
joined this program because it increased my iggetice about the brain.
I did change my mind about how the brain works iaghal things differently. i will try harder
because i know that the more you try the more Yoain works.
ALL i can say is that Brainology changed my grad&m Voyage!
The Brainology program kind of made me change thg mwork and study and practice for
school work now that i know how my brain works awmdat happens when i learn.
Thank you for making us study more and helpinguikltup our brain! | actually picture my
neurons growing bigger as they make more connextion

Teachers told us how formerly turned-off studemse now talking the Brainology talk.
For example, they were taught that when they stirigll and learned something, they
transferred it from temporary storage (working meyhto more permanent storage (long-term
memory). Now they were saying to each other: Hdlve to put that into my long-term memory.”
“Sorry, that stuff is not in my long-term memoryl"guess | was only using my working
memory.”

Teachers said that students were also offeripgaoctice, study, take notes, or pay
attention more to make sure that neural connectiangdd be made. As one student said:

“Yes the [B]rainology program helped a lot. Every time | thought about not doing
work | remembered that my neurons could grow ifdldb the work.”

The teachers also changed. Not only did they sagt ghings about how their students
benefited, they also said great things about thiglitts they themselves had gained. In particular,
they said Brainology was essential for understagidin

“Thatall students can learn, even the ones who struggtenaath and with self-control.”

“That | have to be more patient because learraikgd a great deal of time and practice.”

“How the brain works. . . . Each learner learrffedently. Brainology assisted me in
teaching for various learning styles.”

Our workshop went to children in twenty schoolsr® children admitted to being
skeptical at first: “i used to think it was juse& time and a good cartoon but i started listetong
it and i started doing what they told me to do.the end, just about every child reported
meaningful benefits.

MORE ABOUT CHANGE

Is change easy or hard? So far it sounds easyllearning about the growth mindset
seems to mobilize people for meeting challengespanskevering.



The other day one of my former grad studentsradda story. But first some background.
In my field, when you submit a research paper fdsligation, that paper often represents years
of work. Some months later you receive your revides or so pages of
criticism—single-spaced. If the editor still thinkkee paper has potential, you will be invited to
revise it and resubmit grovided you can address every criticism.

My student reminded me of the time she had senthiesis research to the top journal in
our field. When the reviews came back, she wasslaied. She had been judged—the work was
flawed and, by extension, so was she. Time passgghe couldn’t bring herself to go near the
reviews again or work on the paper.

Then | told her to change her mindset. “Look,aids “it’s not about you. That’s their
job. Their job is to find every possible flaw. Ygob is to learn from the critique and make your
paper even better.” Within hours she was revisiggaper, which was warmly accepted. She
tells me: “I never felt judged again. Never. Evamye | get that critique, | tell myself, ‘Oh, that’
their job,” and | get to work immediately omyjob.”

But change is also hard.

When people hold on to a fixed mindset, it's oftena reason. At some point in their
lives it served a good purpose for them. It tokehthwho they were or who they wanted to be (a
smart, talented child) and it told them how to et {perform well). In this way, it provided a
formula for self-esteem and a path to love andeetsfpom others.

The idea that they are worthy and will be lovedrigcial for children, and—if a child is
unsure about being valued or loved—the fixed mihdpeears to offer a simple, straightforward
route to this.

Psychologists Karen Horney and Carl Rogers, wagrkithe mid-1900s, both proposed
theories of children’s emotional development. Thelfeved that when young children feel
insecure about being accepted by their parentg,ekigerience great anxiety. They feel lost and
alone in a complicated world. Since they’re onfgw years old, they can’t simply reject their
parents and say, “I think I'll go it alone.” Thegve to find a way to feel safe and to win their
parents over.

Both Horney and Rogers proposed that childrerhdolty creating or imagining other
“selves,” ones that their parents might like beffdrese new selves are what they think the
parents are looking for and what may win them tepts’ acceptance.

Often, these steps are good adjustments to thé&yfamuation at the time, bringing the
child some security and hope.

The problem is that this new self—this all-compétstrong, good self that they now try
to be—is likely to be a fixed-mindset self. Ovand, the fixed traits may come to be the
person’s sense of who they are, and validatingeth@#ts may come to be the main source of
their self-esteem.

Mindset change asks people to give this up. Ascauimagine, it's not easy to just let
go of something that has felt like your “self” imany years and that has given you your route to
self-esteem. And it's especially not easy to replaevith a mindset that tells you to embrace all
the things that have felt threatening: challengeggle, criticism, setbacks.

When | was exchanging my fixed mindset for a groante, | was acutely aware of how
unsettled | felt. For example, I've told you howaaBxed mindsetter, | kept track each day of all
my successes. At the end of a good day, | coulkl édhe results (the high numbers on my
intelligence “counter,” my personality “counterficaso on) and feel good about myself. But as |
adopted a growth mindset and stopped keeping tsacke nights | would still check my mental



counters and find them at zero. It made me insetoir¢éo be able to tote up my victories.

Even worse, since | was taking more risks, | mlgbk back over the day and see all the
mistakes and setbacks. And feel miserable.

What's more, it's not as though the fixed mindsants to leave gracefully. If the fixed
mindset has been controlling your internal monoggucan say some pretty strong things to
you when it sees those counters at zero: “Yona#hing’ It can make you want to rush right out
and rack up some high numbers. The fixed mindset offered you refuge from that very
feeling, and it offers it to you again.

Don't take it.

Then there’s the concern that you won'’t be yotiie®ymore. It may feel as though the
fixed mindset gave you your ambition, your edgeynjiadividuality. Maybe you fear you'll
become a bland cog in the wheel just like everyglse. Ordinary.

But opening yourself up to growth makes yoareyourself, not less. The
growth-oriented scientists, artists, athletes, @&Ds we’ve looked at were far from humanoids
going through the motions. They were people inftiilower of their individuality and
potency.

TAKING THE FIRST STEP: A WORKSHOP FOR YOU

The rest of the book is pretty much about yos. d&’'mindset workshop in which | ask
you to venture with me into a series of dilemmasedch case, you'll first see the fixed-mindset
reactions, and then work through to a growth-mihdséution.

The First Dilemma.Imagine you've applied to graduate school. Youliego just one
place because it was the school you had your keadn. And you were confident you'd be
accepted since many people considered your woykunfield to be original and exciting. But
you were rejected.

The Fixed-Mindset ReactionAt first you tell yourself that it was extremelgropetitive,
so it doesn't really reflect on you. They probabad more first-rate applicants than they could
accept. Then the voice in your head starts irells tou that you're fooling yourself,
rationalizing. It tells you that the admissions coittee found your work mediocre. After a
while, you tell yourself it's probably true. The vias probably ordinary, pedestrian, and they'd
seen that. They were experts. The verdict is inyancre not worthy.

With some effort you talk yourself back into ydirst, reasonable, and more flattering
conclusion, and you feel better. In the fixed matdand in most cognitive therapies), that’s the
end of it. You've regained your self-esteem, sojties finished. But in the growth mindset,
that’s just the first step. All you've done is tatkyourself. Now comes the learning and
self-improvement part.

The Growth-Mindset Steprhink about your goal and think about what youldalo to
stay on track toward achieving it. What steps cqwld take to help yourself succeed? What
information could you gather?

Well, maybe you could apply to more schools nemet Or maybe, in the meantime, you
could gather more information about what makesa@pplication: What are they looking for?
What experiences do they value? You could seekhoge experiences before the next
application.

Since this is a true story, | know what step #jeated applicant took. She was given
some strong growth-mindset advice and, a few dates,Ishe called the school. When she
located the relevant person and told him the s@oashe said, “I don’t want to dispute your
decision. | just want to know, if | decide to applgain in the future, how I can improve my



application. | would be very grateful if you coudde me some feedback along those lines.”

Nobody scoffs at an honest plea for helpful feetb&everal days later, he called her
back and offered her admission. It had indeed laedose call and, after reconsidering her
application, the department decided they could taleemore person that year. Plus, they liked
her initiative.

She had reached out for information that wouldvalher to learn from experience and
improve in the future. It turned out in this calsattshe didn’t have to improve her application.
She got to plunge right into learning in her newadyrate program.

Plans That You'll Carry Out and Ones That You Won't

The key part of our applicant’s reaction was tarto the school to get more
information. It wasn't easy. Every day people piamlo difficult things, but they don’t do them.
They think, “I'll do it tomorrow,” and they swean themselves that they’ll follow through the
next day. Research by Peter Gollwitzer and hieagllies shows that vowing, even intense
vowing, is often useless. The next day comes amdhéixt day goes.

What works is making a vivid, concrete plan: “Tanmeov during my break, I'll get a cup
of tea, close the door to my office, and call the&dgiate school.” Or, in another case: “On
Wednesday morning, right after | get up and brughtesth, I'll sit at my desk and start writing
my report.” Or: “Tonight, right after the dinnerstlies are done, I'll sit down with my wife in the
living room and have that discussion. I'll say &r HDear, I'd like to talk about something that |
think will make us happier.’”

Think of something you need to do, something yamtto learn, or a problem you have
to confront. What is it? Now make a concrete plahenwill you follow through on your plan?
Wherewill you do it?How will you do it? Think about it in vivid detail.

These concrete plans—plans you can visualize—akloe, whereandhowyou are
going to do something lead to really high leveldatow-through, which, of course, ups the
chances of success.

So the idea is not only to make a growth-mindsat,dut also to visualize, in a concrete
way, how you’re going to carry it out.

Feeling Bad, But Doing Good

Let’s go back a few paragraphs to when you wgeeted by the graduate school.
Suppose your attempt to make yourself feel betdrfhiled.You could still have taken the
growth-mindset stepXou can feel miserable and still reach out fooination that will help you
improve.

Sometimes after | have a setback, | go througiptbeess of talking to myself about
what it means and how | plan to deal with it. Elelyg seems fine—until | sleep on it. In my
sleep, | have dream after dream of loss, failuregjgction, depending on what happened. Once
when I'd experienced a loss, | went to sleep arditha following dreams: My hair fell out, my
teeth fell out, | had a baby and it died, and sofomother time when | felt rejected, my dreams
generated countless rejection experiences—reahaagined. In each instance, the incident
triggered a theme, and my too-active imaginatiahey@d up all the variations on the theme to
place before me. When | woke up, | felt as thoudtbéen through the wars.

It would be nice if this didn’t happehut it’s irrelevant.lt might be easier to mobilize for
action if | felt better, but it doesn’t matter. Thkan is the plan. Remember the depressed
students with the growth mindset? The worse thitytfee more they did the constructive thing.
The less they felt like it, the more they made thelves do it.

The critical thing is to make a concrete, growtleoted plan, and to stick to it.



The Number One Draft Choice

The last dilemma seemed hard, but, basicallyag solved by a phone call. Now
imagine you're a promising quarterback. In fact)'ye the winner of the Heisman trophy,
college football's highest award. You're the topftipick of the Philadelphia Eagles, the team
you've always dreamed of playing for. So what's dilemma?

The Second Dilemmarhe pressure is overwhelming. You yearn for plgyime in the
games, but every time they put you in a game tgdryout, you turn anxious and lose your
focus. You were always cool under pressure, bstighihe pros. Now all you see are giant guys
coming toward you—twelve hundred pounds of gianisgiwho want to take you apart. Giant
guys who move faster than you ever thought possiue feel cornered elpless.

The Fixed-Mindset ReactionYou torture yourself with the idea that a quaréetbis a
leader and you're no leader. How could you evepinesthe confidence of your teammates when
you can’t get your act together to throw a goodspgasscramble for a few yards? To make things
worse, the sportscasters keep askiligat happened to the boy wonder?

To minimize the humiliation you begin to keep tmyself and, to avoid the sportscasters,
you disappear into the locker room right afterghene.

Whoa. Is this a recipe for success? What stepsl gow take to make things better?
Think about the resources at your disposal andymwcould use them. But first, get your
mindset turned around.

The Growth-Mindset Stedn the growth mindset, you tell yourself that gwatch to the
professionals is a huge step, one that takesd &atjustment and a lot of learning. There are
many things you couldn’t possibly know yet and tyat’d better start finding out about.

You try to spend more time with the veteran quageks, asking them questions and
watching tapes with them. Instead of hiding yoweiturities, you talk about how different it is
from college. They, in turn, tell you that's exgdtlow they felt. In fact, they share their
humiliating stories with you.

You ask them what they did to overcome the indifficulties and they teach you their
mental and physical techniques. As you begin tbrfee integrated into the team, you realize
you're part of an organization that wants to hedp grow, not judge and belittle you. Rather
than worrying that they overpaid for your talerguybegin to give them their money’s worth of
incredibly hard work and team spirit.

PEOPLE WHO DON'T WANT TO CHANGE

Entitlement: The World Owes You

Many people with the fixed mindset think twerld needs to change, not them. They feel
entitled to something better—a better job, housspouse. The world should recognize their
special qualities and treat them accordingly. Lettsve to the next dilemma and imagine
yourself in this situation.

The Next Dilemma:Here | am,” you think, “in this low-level job.’# demeaning. With
my talent | shouldn’t have to work like this. | $hd be up there with the big boys, enjoying the
good life.” Your boss thinks you have a bad at&ud/hen she needs someone to take on more
responsibilities, she doesn’t turn to you. Whes filne to give out promotions, she doesn’t
include you.

The Fixed-Mindset Reaction:She’s threatened by me,” you say bitterly. Yaxed
mindset is telling you that, because of who yoy woe should automatically be thrust into the
upper levels of the business. In your mind, peshleuld see your talents and reward you. When
they don't, it's not fair. Why shoulgou change? You just want your due.



But putting yourself in a growth mindset, what acene new ways you could think and
some steps you could take? For example, what ane sew ways you could think about effort?
About learning? And how could you act on this namking in your work?

Well, you could consider working harder and bemgre helpful to people at work. You
could use your time to learn more about the busiges’re in instead of bellyaching about your
low status. Let's see how this might look.

The Growth-Mindset SteBut first, let’s be clear. For a long time, itisghtening to
think of giving up the idea of being superior. Amlimary, run-of-the-mill human being isn'’t
what you want to be. How could you feel good abmuirself if you’re no more valuable than
the people you look down on?

You begin to consider the idea that some peopledsbut because of their commitment
and effort. Little by little you try putting mordfert into things and seeing if you get more of the
rewards you wanted. You do.

Although you can slowly accept the idea that ¢ffoight benecessaryyou still can’t
accept that it's no guarantee. It's enough of aginity to have to work at things, but to work
andstill not have them turn out the way you want—now, thegally not fair. That means you
could work hard and somebody else could still getgromotion. Outrageous.

It's a long time before you begin émjoyputting in effort and a long time before you
begin to think in terms of learning. Instead ofisgeyour time at the bottom of the corporate
ladder as an insult, you slowly see that you camla lot at the bottom that could help you
greatly on your rise to the top. Learning the rartd bolts of the company could later give you a
big advantage. All of our top growth-mindset CE@gW their companies from top to bottom,
inside out, and upside down.

Instead of seeing your discussions with your egjiess as time spent getting what you
want, you begin to grasp the idea of building iel&hips or even helping your colleagues
develop in ways they value. This can become a maince of satisfaction. You might say you
were following in the footsteps of Bill Murray ais Groundhog Day experience.

As you become a more growth-minded person, yarnazed at how people start to help
you, support you. They no longer seem like adversaut to deny you what you deserve.
They're more and more often collaborators towacdmmon goal. It's interesting, you started
out wanting to change other people’s behavior—anddid.

In the end, many people with the fixed mindsetarathnd that their cloak of specialness
was really a suit of armor they built to feel safieong, and worthy. While it may have protected
them early on, later it constricted their growtbnisthem into self-defeating battles, and cut them
off from satisfying, mutual relationships.

Denial: My Life Is Perfect

People in a fixed mindset often run away fromrtipeoblems. If their life is flawed, then
they'reflawed. It's easier to make believe everythindlgight. Try this dilemma.

The Dilemma.You seem to have everything. You have a fulfilloageer, a loving
marriage, wonderful children, and devoted frierglg one of those things isn’t true.
Unbeknownst to you, your marriage is ending. I that there haven’t been signs, but you
chose to misinterpret them. You were fulfilling yodea of the “man’s role” or the “woman’s
role,” and couldn’t hear your partner’s desirerftre communication and more sharing of your
lives. By the time you wake up and take notice, io late. Your spouse has disengaged
emotionally from the relationship.

The Fixed-Mindset ReactionYou've always felt sorry for divorced people, abaned



people. And now you're one of them. You lose alisseof worth. Your partner, who knew you
intimately, doesn’t want you anymore.

For months, you don’t feel like going on, conviddlat even your children would be
better off without you. It takes you a while to ¢ethe point where you feel at all useful or
competent. Or hopeful. Now comes the hard partussaeven though you now feel a little
better about yourself, you're still in the fixedmdset. You're embarking on a lifetime of
judging. With everything good that happens, yoterinal voice saysylaybe I'm okay after all.
But with everything bad that happens, the voices ddy spouse was righEvery new person
you meet is judged too—as a potential betrayer.

How could you rethink your marriage, yourself, arodir life from a growth-mindset
perspective? Why were you afraid to listen to ygpwuse? What could you have done? What
should you do now?

The Growth-Mindset StegFirst, it's not that the marriage, which you usedhink of as
inherently good, suddenly turned out to have bdldmd or always bad. It was an evolving thing
that had stopped developing for lack of nourishmgnt need to think about how both you and
your spouse contributed to this, and especiallyaidy you weren’t able to hear the request for
greater closeness and sharing.

As you probe, you realize that, in your fixed ngat] you saw your partner’s request as a
criticism of you that you didn’t want to hear. Yalso realize that at some level, you were afraid
you weren’t capable of the intimacy your partnesweqguesting. So instead of exploring these
issues with your spouse, you turned a deaf eamfgdpey would go away.

When a relationship goes sour, these are thessgeell need to explore in depth, not to
judge ourselves for what went wrong, but to overear fears and learn the communication
skills we’ll need to build and maintain better tedaships in the future. Ultimately, a growth
mindset allows people to carry forth not judgmearid bitterness, but new understanding and
new skills.

Is someone in your life trying to tell you somethiyou're refusing to hear? Step into the
growth mindset and listen again.

CHANGING YOUR CHILD’S MINDSET

Many of our children, our most precious resouare,stuck in a fixed mindset. You can
give them a personal Brainology workshop. Let'sklab some ways to do this.

The Precocious Fixed Mindsetter

Most kids who adopt a fixed mindset don’t becoraéytpassionate believers until later
in childhood. But some kids take to it much earlier

The Dilemma.lmagine your young son comes home from schooldayeand says to
you, “Some kids are smart and some kids are dutméy iave a worse brain.” You're appalled.
“Who told you that?” you ask him, gearing up to @amn to the school. “I figured it out
myself,” he says proudly. He saw that some child@ud read and write their letters and add a
lot of numbers, and others couldn’t. He drew hisatasion. And he held fast to it.

Your son is precocious in all aspects of the fireddset, and soon the mindset is in full
flower. He develops a distaste for effort—he wdmsgssmart brain to churn things out quickly
for him. And it often does.

When he takes to chess very quickly, your spaihseking to inspire him, rents the
movie Searching for Bobby Fischea,film about a young chess champion. What yoursams
from the film is that you could lose and not benarapion anymore. So he retires. “I'm a chess
champion,” he announces to one and all. A champiomwon't play.



Because he now understands what losing meanakée further steps to avoid it. He
starts cheating at Candy Land, Chutes and Laddedspther games.

He talks often about all the things he can doathédr children can’t. When you and your
spouse tell him that other children aren’t dumieytfust haven’t practiced as much as he has, he
refuses to believe it. He watches things carefatlgchool and then comes home and reports,
“Even when the teacher shows us something new) todt better than them. | don’t have to
practice.”

This boy is invested in his brain—not in makingiibw but in singing its praises. You've
already told him that it's about practice and l&gnnot smart and dumb, but he doesn’t buy it.
What else can you do? What are other ways you eatihg message across?

The Growth-Mindset StepYou decide that, rather than trying to talk hin ofithe fixed
mindset, you have to live the growth mindset. At tiinner table each evening, you and your
partner structure the discussion around the gromthiset, asking each child (and each other):
“What did you learn today?” “What mistake did yoake that taught you something?” “What
did you try hard at today?” You go around the takitn each question, excitedly discussing
your own and one another’s effort, strategies,a®, and learning.

You talk about skills you have today that you didave yesterday because of the
practice you put in. You dramatize mistakes you endct held the key to the solution, telling it
like a mystery story. You describe with relish ggnyou’re struggling with and making progress
on. Soon the children can’t wait each night tottedlir stories. “Oh my goodness,” you say with
wonder, “you certainly did get smarter today!”

When your fixed-mindset son tells stories aboumgohings better than other children,
everyone says, “Yeah, but what did you learn?” Wiresalks about how easy everything is for
him in school, you all say, “Oh, that’s too bad.uife not learning. Can you find something
harder to do so you could learn more?” When hets@®ut being a champ, you say, “Champs
are the people who work the hardest. Youlmacomea champ. Tomorrow tell me something
you've done to become a champ.” Poor kid, it's asparacy. In the long run, he doesn’t stand a
chance.

When he does his homework and calls it easy angoyou teach him to find ways to
make it more fun and challenging. If he has toewvbrds, likeboy, you ask him, “How many
words can you think of that rhyme witloy? Write them on separate paper and later we can try
to make a sentence that has all the words.” Whdmishes his homework, you play that game:
“The boy threw the toy into the soy sauce.” “The wiith the cirl [curl] ate a pirl [pearl].”
Eventually, he starts coming up with his own waysiake his homework more challenging.

And it's not just school or sports. You encouréige children to talk about ways they
learned to make friends, or ways they're learnmgriderstand and help others. You want to
communicate that feats of intellect or physicalpess are not all you care about.

For a long time, your son remains attracted tditesl mindset. He loves the idea that
he’s inherently special—case closed. He doesné tbe idea that he has to work every day for
some little gain in skill or knowledge. Stardom shlim’'t be so taxing. Yet as the value system in
the family shifts toward the growth mindset, he tgao be a player. So at first he talks the talk
(squawking), then he walks the walk (balking). Hinagoing all the way, he becomes the
mindset watchdog. When anyone in the family slifge fixed-mindset thinking, he delights in
catching them. “Be careful what you wish for,” yjole to your spouse.

The fixed mindset is so very tempting. It seemgrtamise children a lifetime of worth,
success, and admiration just for sitting therelagidg who they are. That's why it can take a lot



of work to make the growth mindset flourish where fixed mindset has taken root.

Effort Gone Awry

Sometimes the problem with a child isn’t i@te effort. It's toomuch.And for the
wrong cause. We've all heard about schoolchildrén stay up past midnight every night
studying. Or children who are sent to tutors sy tten outstrip their classmates. These children
are working hard, but they're typically not in agth mindset. They're not focused on love of
learning. They're usually trying to prove themselve their parents.

And in some cases, the parents may like what camiesf this high effort: the grades,
the awards, the admission to top schools. Let'sis@eyou would handle this one.

The Dilemma.You're proud of your daughter. She’s at the top@f class and bringing
home straight A’s. She’s a flute player studyingfmthe best teacher in the country. And you're
confident she’ll get into the top private high sochim the city. But every morning before school,
she gets an upset stomach, and some days she tywoweu keep feeding her a blander and
blander diet to soothe her sensitive stomach,tlddgasn’t help. It never occurs to you that she’s
a nervous wreck.

When your daughter is diagnosed with an ulceshauld be a wake-up call, but you and
your spouse remain asleep. You continue to seedtgastrointestinal issue. The doctor,
however, insists that you consult a family counséfie tells you it's a mandatory part of your
daughter’s treatment and hands you a card witledbeselor's name and number.

The Fixed-Mindset ReactionsThe counselor tells you to ease up on your daughée
her know it's okay not to work so hard. Make sure gets more sleep. So you, dutifully
following the instructions, make sure she getddefsby ten o’clock each night. But this only
makes things worse. She now has less time to adimghl the things that are expected of her.

Despite what the counselor has said, it doesgtiom you that she could possibly want
your daughter to fall behind other students. Olelss accomplished at the flute. Or risk not
getting into the top high school. How could thatgoed for her?

The counselor realizes she has a big job. Hdrdoal is to get you more fully in touch
with the seriousness of the problem. The secontligtaget you to understand your role in the
problem. You and your spouse need to see thatatisneed for perfection that has led to the
problem. Your daughter wouldn’t have run herselfged if she hadn’t been afraid of losing your
approval. The third goal is to work out a concigtn that you can all follow.

Can you think of some concrete things that caddyee to help your daughter enter a
growth mindset so she can ease up and get songupeaom her life?

The Growth-Mindset Steplhe plan the counselor suggests would allow yauigtiter
to start enjoying the things she does. The fluiedas are put on hold. Your daughter is told she
can practice as much or as little as she wanthépure joy of the music and nothing else.

She is to study her school materials to learn filoem, not to cram everything possible
into her head. The counselor refers her to a wiar teaches her how to study for
understanding. The tutor also discusses the miwgtfaher in a way that makes it interesting
and enjoyable. Studying now has a new meaningnit about getting the highest grade to prove
her intelligence and worth to her parents. It'swhearning things and thinking about them in
interesting ways.

Your daughter’s teachers are brought into the kocgupport her in her reorientation
toward growth. They're asked to talk to her abeun praise her for) her learning process rather
than how she did on tests. (“I can see that yollyreaderstand how to use metaphors in your
writing.” “I can see that you were really into yqoumoject on the Incas. When | read it, | felt as



though | were in ancient Peru.”) You are taughtatk to her this way too.

Finally, the counselor strongly urges that yowrgtaer attend a high school that is less
pressured than the one you have your eye on. Hnerether fine schools that focus more on
learning and less on grades and test scores. ¥euwtair daughter around and spend time in
each of the schools. Then she discusses with yddhencounselor which ones she was most
excited about and felt most at ease in.

Slowly, you learn to separate your needs and eefiom hers. You may have needed a
daughter who was number one in everything, but gaughter needed something else:
acceptance from her parents and freedom to growoAdet go, your daughter becomes much
more genuinely involved in the things she does. &les them for interest and learning, and she
does them very well indeed.

Is your child trying to tell you something you dowant to hear? You know the ad that
asks, “Do you know where your child is now?” If yoan't hear what your child is trying to tell
you—in words or actions—then you don’t know wheaogirychild is. Enter the growth mindset
and listen harder.

MINDSET AND WILLPOWER

Sometimes we don’t want to change ourselves verghmWe just want to be able to
drop some pounds and keep them off. Or stop smokingontrol our anger.

Some people think about this in a fixed-mindsey.Whyou're strong and have
willpower, you can do it. But if you're weak andrdbhave willpower, you can’t. People who
think this way may firmly resolve to do somethibgt they'll take no special measures to make
sure they succeed. These are the people who esalyupy, “Quitting is easy. I've done it a
hundred times.”

It's just like the chemistry students we talkedatbefore. The ones with the
fixed-mindset thought: “If | have ability, I'll devell; if | don’t, | won’t.” As a result, they didm’
use sophisticated strategies to help themselvesy jlist studied in an earnest but superficial
way and hoped for the best.

When people with a fixed mindset fail their test-ehemistry, dieting, smoking, or
anger—they beat themselves up. They're incompetesrdk, or bad people. Where do you go
from there?

My friend Nathan’s twenty-fifth high school reuniavas coming up, and when he
thought about how his ex-girlfriend would be thdre decided to lose the paunch. He’'d been
handsome and fit in high school and he didn’t warghow up as a fat middle-aged man.

Nathan had always made fun of women and theisdhat’s the big fuss? You just
need some self-control. To lose the weight, hed#ethe would just eat part of what was on his
plate. But each time he got into a meal, the foodhe plate disappeared. “I blew it!” he’d say,
feeling like a failure and ordering dessert—eittweseal the failure or to lift his mood.

I'd say, “Nathan, this isn’t working. You need etter system. Why not put some of the
meal aside at the beginning or have the restawnay it up to take home? Why not fill your
plate with extra vegetables, so it'll look like rediood? There are lots of things you can do.” To
this he would say, “No, | have to be strong.”

Nathan ended up going on one of those liquid cdésts, losing weight for the reunion,
and putting back more than he lost afterward. Inkasure how this was being strong, and how
using some simple strategies was being weak.

Next time you try to diet, think of Nathan and ember that willpower is not just a thing
you have or don’t have. Willpower needs help.ddime back to this point.



Anger

Controlling anger is something else that's a probfor many people. Something triggers
their temper and off they go, losing control ofithreouths or worse. Here, too, people may vow
that next time they'll be different. Anger contisla big issue between partners and between
parents and children, not only because partnershitdten do things that make us angry, but
also because we may think we have a greater gkt toose when they do. Try this one.

The Dilemma.lmagine you’re a nice, caring person—as you pribate—usually. You
love your spouse and feel lucky to have them as partner. But when they violate one of your
rules, like letting the garbage overflow beforegkit out, you feel personally betrayed and start
criticizing. It begins with “I've told you a thousd times,” then moves on to “You never do
anything right.” When they still don’t seem progeashamed, you flare, insulting their
intelligence (“Maybe you aren’t smart enough to eember garbage”) and their character (“If
you weren’t so irresponsible, you wouldn’t . . If you cared about anyone but yourself, you'd .
.."). Seething with rage, you then bring in evhmgg you can think of to support your case: “My
father never trusted you, either,” or “Your bosswight when he said you were limited.” Your
spouse has to leave the premises to get out oéraingour mounting fury.

The Fixed-Mindset ReactionYou feel righteous about your anger for a whilg, then
you realize you've gone too far. You suddenly reakithe ways that your spouse is a supportive
partner and feel intensely guilty. Then you talkisself back into the idea that you, too, are a
good person, who's just slipped up—Iost it—tempibyatl’'ve really learned my lesson,” you
think, “I'll never do this again.”

But believing you can simply keep that good petisathe forefront in the future, you
don’t think of strategies you could use next tim@tevent a flare-up. That's why the next time
is a carbon copy of the time before.

The Growth Mindset and Self-Control

Some people think about losing weight or contngiliheir anger in a growth-mindset
way. They realize that to succeed, they'll neeldkéon and practice strategies that work for them.

It's like the growth-mindset chemistry studenteey used better study techniques,
carefully planned their study time, and kept uprth®tivation. In other words, they used every
strategy possible to make sure they succeeded.

Just like them, people in a growth mindset dorérely make New Year’s resolutions
and wait to see if they stick to them. They undardtthat to diet, they need to plan. They may
need to keep desserts out of the house. Or thiakwance about what to order in restaurants. Or
schedule a once-a-week splurge. Or consider exggaisore.

They think actively about maintenance. What haitst they develop to continue the
gains they’'ve achieved?

Then there are the setbacks. They know that dethwid happen. So instead of beating
themselves up, they ask: “What can I learn fromm2fWhat will | do next time when I'm in this
situation?” It's a learning process—not a battleraen the bad you and the good you.

In that last episode, what could you have donk wour anger? First, think aboarhy
you got so worked up. You may have felt devaluadidiarespected when your spouse shirked
the tasks or broke your rules—as though they wayeg to you, “You’re not important. Your
needs are trivial. | can’t be bothered.”

Your first reaction was to angrily remind themtlogir duty. But on the heels of that was
your retaliation, sort of “Okay big shot, if younk you're so important, try this on for size.”

Your spouse, rather than reassuring you of yopomance, simply braced for the



onslaught. Meanwhile, you took the silence as exadehat they felt superior, and it fueled your
escalation.

What can be done? Several things. First, spowsgsread your mind, so when an
anger-provoking situation arises, you have to mattdactly tell them how it makes you feel.
“I'm not sure why, but when you do that, it makes feel unimportant. Like you can't be
bothered to do things that matter to me.”

They, in turn, can reassure you that they caretaimy you feel and will try to be more
watchful. (“Are you kidding?” you say. “My spouseuld never do that.” Well, you can request
it directly, as I've sometimes done: “Please tedl that you care how | feel and you'll try to be
more watchful.”)

When you feel yourself losing it, you can learrneave the room and write down your
ugliest thoughts, followed by what is probab#ally happening (“She doesn’t understand this is
important to me,” “He doesn’t know what to do wHestart to blow”). When you feel calm
enough, you can return to the situation.

You can also learn to loosen up on some of ydessyunow that each one is not a test of
your partner’s respect for you. With time, you ntighien gain a sense of humor about them. For
example, if your spouse leaves some socks invirglroom or puts the wrong things in the
recycling bins, you might point at the offendingrnits and ask sternly, “What is the meaning of
this?” You might even have a good laugh.

When people drop the good—bad, strong—weak thintkiat grows out of the fixed
mindset, they're better able to learn useful sgiaethat help with self-control. Every lapse
doesn’t spell doom. It’s like anything else in trewth mindset. It's a reminder that you're an
unfinished human being and a clue to how to deiitdn next time.

MAINTAINING CHANGE

Whether people change their mindset in order tihvéu their career, heal from a loss,
help their children thrive, lose weight, or conttloéir anger, change needs to be maintained. It's
amazing—once a problem improves, people oftep doing what caused it to improw@nce
you feel better, you stop taking your medicine.

But change doesn’'t work that way. When you've i@sight, the issue doesn’'t go away.
Or when your child starts to love learning, thelppeon isn’t solved forever. Or when you and
your partner start communicating better, that'sthetend of it. These changes have to be
supported or they can go away faster than theyaapgde

Maybe that's why Alcoholics Anonymous tells peotiley will always be alcoholics—so
they won’'t become complacent and stop doing wheat tteed to do to stay sober. It's a way of
saying, “You'll always be vulnerable.”

This is why mindset change is not about pickingupw tricks. In fact, if someone stays
inside a fixed mindset and uses the growth strasedgi can backfire.

Wes, a dad with a fixed mindset, was at his vétid. He’d come home exhausted from
work every evening and his son, Mickey, would refts cooperate. Wes wanted quiet, but
Mickey was noisy. Wes would warn him, but Mickeywiab continue what he was doing. Wes
found him stubborn, unruly, and not respectful e/ rights as a father. The whole scene
would disintegrate into a shouting match and Mickeyld end up being punished.

Finally, feeling he had nothing to lose, Wes trsedne of the growth-oriented strategies.
He showed respect for Mickey's efforts and praisisdstrategies when he was empathic or
helpful. The turnaround in Mickey’s behavior wasmatic.

But as soon as the turnaround took place, Wegstbpsing the strategies. He had what



he wanted and he expected it to just continue. Vithéidn’t, he became even angrier and more
punitive than before. Mickey had showndwild behave and now refused to.

The same thing often happens with fixed-mindseptes who start communicating
better. Marlene and Scott were what my husband aall the Bickersons. All they did was
bicker: “Why don’t you ever pick up after yoursélfP might if you weren’t such a nag.” “I
wouldn’t have to nag if you did what you were supgibto do.” “Who madgouthe judge of
whatl’'m supposed to do?”

With counseling, Marlene and Scott stopped jumpinghe negatives. More and more,
they started rewarding the thoughtful things tipairtner did and the efforts their partner made.
The love and tenderness they thought were dearhestuBut once it returned, they reverted. In
the fixed mindset, things shouldn’t need such &fi@ood people should just act good and good
relationships should just unfold in a good way.

When the bickering resumed, it was fiercer thagr é&ecause it reflected all of their
disappointed hopes.

Mindset change is not about picking up a few pobhere and there. It's about seeing
things in a new way. When people—couples, coachésthletes, managers and workers,
parents and children, teachers and students—chareggrowth mindset, they change from a
judge-and-be-judgettamework to dearn-and-help-learriramework. Their commitment is to
growth, and growth takes plenty of time, effortdanutual support.

Learn and Help Learn

Every day presents you with ways to grow and tp tiee people you care about grow.
How can you remember to look for these chancesfl Eaening, as you contemplate the day in
front of you, try to ask yourself these questiddgpy them over and paste them on your mirror:
What are the opportunities for learning and growdday? For myself? For the people around
me?

As you think of opportunities, form a plan, an#t:as
When, where, and how will | embark on my plan?

When, whereandhowmake the plan concretdow asks you to think of all the ways to
bring your plan to life and make it work.

As you encounter the inevitable obstacles andas&#) form a new plan and ask yourself
the question again:
When, where, and how will | act on my new plan?

Regardless of how bad you may feel, do it! (Pat tn your mirror, too.)
And when you succeed, don’t forget to ask yourself
What do | have to do to maintain and continue tteawgh?

Remember, as Alex Rodriguez, the great baselzlepl says: “You either go one way or
the other.” You might as well be the one decidimg direction.

THE ROAD AHEAD

Change can be tough, but I've never heard anyayé svasn’t worth it. Maybe they're
just rationalizing, the way people who’ve gone tigio a painful initiation say it was worth it.
But people who've changed can tell you how theredi have been enhanced. They can tell you
about things they have now that they wouldn't hlaad, and ways they feel now that they



wouldn’t have felt.

Did changing to a growth mindset solve all my peots? No. But | know that | have a
different life because of it—a richer one. And that a more alive, courageous, and open
person because of it.

It's for you to decide whether change is rightyou now. Maybe it is, maybe it isn't.
But either way, keep the growth mindset in youmgtts. Then, when you bump up against
obstacles, you can turn to it. It will always berh for you, showing you a path into the future.
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Cambridge University Press, 199%hich mindset do you have?hese measures were
developed with Sheri Levy, Valanne MacGyvers, CCHiu, and Ying-yi Hong.

CHAPTER 2. INSIDE THE MINDSETS Benjamin Barber, an eminent
sociologist: arole Hyatt and Linda Gottliebyhen Smart People FgiNew York: Penguin
Books, 1987/1993), 232Ve offered four-year-olds a choicehis research was done with
Charlene Hebert, and was followed up by work wigh 8miley, Gail Heyman, and Kathy Cain.
One seventh-grade girl summed it ugnanks to Nancy Kim for this quoti’s another to pass
up an opportunity: his work was done with Ying-yi Hong, C. Y. Chderek Lin, and Wendy
Wan.Brain Waves: his research is being conducted with Jennifer gé&and Catherine Good
and is supported by a grant from the Departmefidoicationlt’s not just on intellectual
tasks: his research was carried out with Stephanie damid Melissa Kamin&ee lacocca had
a bad case:oron Levin Behind the Wheel at Chrysler: The lacocca Leg@gsw York:
Harcourt Brace, 1995parwin Smith, looking back: eported in Jim CollingGood to Great:
Why Some Companies Make the Leap . . . and Otlar's (New York: HarperCollins, 2001),
20. Albert Dunlap, a self-professed fixed mindsettelbert Dunlap with Bob Andelmahean
Business: How | Save Bad Companies and Make Goath&uaies GreafNew York:
Fireside/Simon & Schuster, 1996); John A. ByrnepViHAI Dunlap Self-Destructed Business
WeekJuly 6, 1998Lou Gerstner, an avowed growth mindsetteou GerstnefWwho Says



Elephants Can’'t Dance? Inside IBM’s Historic Turpand(New York: HarperCollins, 2002).
“All my life I've been playing™: ia Hamm with Aaron HeifetZ;0 for the Goal: A Champion’s
Guide to Winning in Soccer and in Lifidew York: HarperCollins, 1999), Batricia Miranda
was a chubby, unathleticudy Battista, “A Tiny Female Pioneer for OlympMrestling,” The
New York Timesylay 16, 2004In 1995 Christopher Reeve, the actorhristopher Reeve,
Nothing Is Impossible: Reflections on a New [INew York, Random House, 2002)watched
it happen: his work was done with Heidi GraMl/e saw the same thing in younger

students: his work was with Claudia MuellelMarina Semyonova, a great Russian

dancer: argaret Henry, “Passion and Will, Undimmed byy&@ars of Ballet,”The New York
TimesJanuary 10, 199%hen Do You Feel Smarthis work was carried out with Elaine
Elliott and later with Valanne MacGyver&Ve were stars”: tephen Glasshe Fabulis{New
York: Simon & Schuster, 2003). This is a momentdwyment account, which Glass has
published as a novelo find out, we showedhis work was done with Jeremy StoSe.
common is the belief:eported in Steve Youngreat Failures of the Extremely Succesghds
Angeles: Tallfellow Press, 2002Morton,” Kennedy told him: bid., 47.People with the
growth mindset know: his survey was conducted with Catherine GoodAamekta Rattars
there another way:harles C. ManZlhe Power of FailuréSan Francisco: Berrett-Koehler,
2002), 38Jack Welch, the celebrated CEGack Welch with John A. Byrndack: Straight
from the GuiNew York: Warner Books, 2001John McEnroe had a fixed mindsetohn
McEnroe with James KaplaMpou Cannot Be Serioislew York: Berkley, 2002)McEnroe
used sawdustbid., 159.He goes on to tell usbid., 160:‘Everything was aboutou’: bid.,
158.“l was shocked”: rom Janet Lowedylichael Jordan Speaks: Lessons from the World’s
Greatest ChampiofNew York: John Wiley, 1999), 95.o0m Wolfe, inThe Right Stuff: om
Wolfe, The Right StuffNew York: Bantam, 1980), 31. Also cited in Morgah McCall,High
Flyers: Developing the Next Generation of Lead@&asston: Harvard Business School Press,
1998), 5.There is no such thing”: huck Yeager and Leo Jand®ager(New York: Bantam,
1985), 406. Also cited in McCalHigh Flyers,17.As aNew York Timesarticle: my Waldman,
“Why Nobody Likes a Loser,The New York Timegugust 21, 19991 would have been a
different”: lifton Brown, “Out of a Bunker, and Out of a Fyrids Takes the OpenThe New
York TimesJuly 22, 2002Each April when the skinny envelopeany Dickinson, “Skinny
Envelopes, Time,April 3, 2000. (Thanks to Nellie Sabin for callingyy attention to this article.)
Jim Marshall, former defensive playerpung,Great Failures of the Extremely Successful,
7-11.Bernard Loiseau was one of the togaine Ganley, “Top Chef's Death Shocks France,
Sparks Condemnation of Powerful Food Critigdssociated Presgebruary 25, 2003n one
study, seventh gradershis work was done with Lisa Sorich Blackwell afali Trzesniewski.
College students, after doing poorlyhis work was with David Nussbaudim Collins

tells: ollins, Good to Great80.It was never his fault: cEnroe,You Cannot Be Serious®hn
Wooden, the legendaryohn Wooden with Steve Jamisdpoden: A Lifetime of Observations
and Reflections On and Off the Co(lrincolnwood, IL: Contemporary Books, 1997), ¥8hen
Enron, the energy giant:ethany McLean and Peter Elkinthe Smartest Guys in the Room:
The Amazing Rise and Scandalous Fall of Erfidew York: Penguin Group, 2003), 41%ck
Welch, the growth-minded CEOelch,Jack,224.As a psychologist and an educatohe work
described was carried out with Allison Baer anddi&rant.Malcolm Gladwell: resented in an
invited address at the annual meeting of the Araarlsychological Association, Chicago,
August 2002A report from researchers:*Report of the Steering Committee for the Women’s
Initiative at Duke University,” August 200Bmericans aren’t the only peopleack Smith, “In



the Weight Rooms of Paris, There Is a Chic New famace: Sweat,The New York Timedune
21, 2004 Seabiscuit: aura HillenbrandSeabiscuit: An American Lege(idew York: Random
House, 2001)Equally moving is the parallel storyaura Hillenbrand, “A Sudden llinesshe
New YorkerJuly 7, 2003Nadja Salerno-Sonnenberg made her violin debwddja
Salerno-Sonnenberbladja, On My WayNew York: Crown, 1989); Barbara L. Safdgaching
Genius: Dorothy DeLay and the Making of a MusicfRortland, OR: Amadeus Press, 200D).
was used to success’alerno-Sonnenberdladja, 49.“Everything | was going through”: bid.,
50.Then, one day:bid., 50.There were few American womenyatt and GottliebyWwhen Smart
People Fail, 25-27.“1 don't really understand”: bid., 27.“l often thought”: bid., 25 Billie
Jean King says:illie Jean King with Kim ChapirBillie Jean(New York: Harper & Row,
1974).A lawyer spent seven yeargatt and Gottlieb\Wwhen Smart People FaR24.Can
everything about people be changedartin Seligman has written a very interestingkooo
this subjectWhat You Can Change . . . And What You C@ew York: Fawcett, 1993Jloseph
Martocchio conducted a studyoseph J. Martocchio, “Effects of Conceptions bflidy on
Anxiety, Self-Efficacy, and Learning in Training]Journal of Applied Psycholodgg (1994),
819-825The same thing happened with Berkeley studentshard Robins and Jennifer Pals,
“Implicit Self-Theories in the Academic Domain: lfigations for Goal Orientation,
Attributions, Affect, and Self-Esteem Chang8glf and Identityl (2002), 313—-336Vlichelle
Wie is a teenage golferlifton Brown, “An Education with Hard Coursesihe New York
TimesJanuary 13, 2004l think | learned that | can”: lifton Brown, “Wie Shows Power but
Her Putter Let Her Down,The New York Timedanuary 16, 2004.

CHAPTER 3. THE TRUTH ABOUT ABILITY AND ACCOMPLISHME NTEdison
was not a loner: aul IsraelEdison: A Life of InventioNew York: John Wiley & Sons, 1998).
Yet Darwin’s masterwork:oward E. GrubemDarwin on Man: A Psychological Study of
Scientific Creativity2nd ed. (Chicago: University of Chicago Press,1198harles Darwin,
AutobiographiegMichael Neve and Sharon Messenger, eds.) (New:YRenguin Books,
1903/2002)Mozart labored: obert W. Weisberg, “Creativity and Knowledge."Robert J.
Sternberg (ed.xlandbook of CreativityNew York: Cambridge University Press, 199Back
on earth, we measuredhis work was done in collaboration with Lisa $brBlackwell and
Kali Trzesniewski. Thanks also to Nancy Kim forlecting quotes from the studen@eorge
Danzig was a graduate studenbld by George Danzig in Cynthia Kersé&instoppable
(Naperville, IL: Sourcebooks, 1998)phn Holt, the great educator:ohn Holt,How Children
Fail (New York: Addison Wesley, 1964/1982), Tthe College Transition: his work was done
with Heidi Grant.n her bookGifted Children: llen Winner,Gifted Children: Myths and
Realities(New York: Basic Books, 1996Michael’s mother reports: bid., 21.Garfield High
School: ay MatthewsEscalante: The Best Teacher in Ameribeew York: Henry Holt, 1998).
Marva Collins: arva Collins and Civia TamarkiMarva Collins’ Way: Returning to Excellence
in Education(Los Angeles: Jeremy Tarcher, 1982/19%®.saw four-year-olds:bid., 160As
the three- and four-years-oldsarva Collins;'Ordinary” Children, Extraordinary Teachers
(Charlottesville, VA: Hampton Roads Publishing, 2931.Benjamin Bloom: enjamin S.
Bloom, Developing Talent in Young Peogfdew York: Ballantine Books, 19833loom
concludes: bid., 4.Falko Rheinberg, a researcher in Germanyalko Rheinberg,
Leistungsbewertung und Lernmotivatidrchievement Evaluation and Motivation to Learn]
(Gottingen: Hogrefe, 1980), 87, 116. Also repoiéthe conference of the American
Educational Research Association, Seattle, Apfdl120Come on, peach”: ollins and
Tamarkin,Marva Collins’ Way,19.0n the opposite page are the before-and-aftetty



Edwards,The New Drawing on the Right Side of the Bi@ew York: Tarcher/Putnam,
1979/1999), 18-2Qackson Pollock: lizabeth FrankPollock (New York: Abbeville Press,
1983); Evelyn Toynton, “A Little Here, A Little The,” The New York Times Book Review,
January 31, 1999.wyla TharpThe Creative Habi(New York: Simon & Schuster, 2003).
“There are no ‘natural’ geniuses”: bid., 7.The Danger of Praise:his work was conducted
with Claudia Mueller and with Melissa Kamimsdam Guettel has been calledesse Green, “A
Complicated Gift,"”The New York Times Magazidely, 6, 2003Research by Claude Steele
and Joshua Aronson:laude M. Steele and Joshua Aronson, “Stereotypeal and the
Intellectual Test Performance of African-Americdnkurnal of Personality and Social
Psychology68 (1995), 797-81MWe asked African American studentshis research was done
with Bonita LondonTo find out how this happenshis work was done with Catherine Good
and Aneeta Rattan, and is being supported by a fyan the National Science Foundation.
Many females have a problem not only wittnis has been studied by Tomi-Ann Roberts and
Susan Nolen-Hoeksem@&/hen we observed in grade schodiis research was conducted with
William Davidson, Sharon Nelson, and Bradley Erfrances Conley:rances K. Conley,
Walking Out on the Boy®New York: Farrar, Straus & Giroux, 1999)s a honey,” she
wondered: bid., 65.Julie Lynch, a budding techie:ichael J. Ybarra, “Why Won’t Women
Write Code?"Sky,December 1999 he Polgar family: arlin Flora, “The Grandmaster
Experiment,”’Psychology TodayAugust 2005.

CHAPTER 4. SPORTS: THE MINDSET OF A CHAMPION As Michael Lewis tells
us: ichael LewisMoneyball: The Art of Winning an Unfair Gar(idew York: Norton, 2003).
“It wasn’t merely”: bid., 9.As one scout saidbid., 48.“He had no concept of failure”: bid.,
46.Beane continues, “I started to get’bid., 47.Muhammad Ali failed these
measurements:elix Dennis and Don AtyedJuhammad Ali: The Glory Yea(slew York:
Hyperion, 2003)He pulled back his torso:bid., 14.Not only did he study Liston’s:bid., 92.
Ali said, “Liston had to believe”: bid., 96.Float like a butterfly: bid., 74.“He was a
paradox”: bid., 14.Michael Jordan: anet LoweMichael Jordan Speaks: Lessons from the
World’s Greatest ChampiofNew York: John Wiley, 1999His mother says:bid., 7.Former
Bulls assistant coach John Bachbid., 29.For Jordan, success stemdid., 35.The Babe was
not a natural, either: obert W. CreameBabe: The Legend Comes to L{Kew York: Penguin
Books, 1974/1983Robert Creamer, his biographerreamerBabe,301.“He could
experiment at the plate”:bid., 109.Yet we cling fast:tephen J. Gould;riumph and Tragedy in
Mudville: A Lifelong Passion for Baseb&New York: Norton, 2003)What about Wilma
Rudolph: om BiracreeWilma RudolpiNew York: Chelsea House, 1988¥ter her incredible
career, she said:bid., 107 What about Jackie Joyner-Kerseeackie Joyner-Kersee with Sonja
SteptoeA Kind of Grace(New York: Warner Books, 1997)There is something about seeing
myself improve”: bid., 60.Did you know: lifton Brown, “On Golf: It's Not How for Tiger,tls
Just by How Much, The New York Timeguly 25, 2000Wills was an eager baseball
player: ynthia KerseyUnstoppablgNaperville, IL: Sourcebooks, 1998je proudly
announced to his friends:bid., 152 At the seven-and-a-half:bid., 153.This really hit
me: uster Olney, “Speedy Feet, but an Even Quickénkin,” The New York TimeEgebruary
1, 2002 Bruce Jenner, 1976 Olympic gold medalisike McGovern and Susan Shellhe
Quotable AthletéNew York: McGraw-Hill, 2000), 113They hadn’t won a World
Series: ould, Triumph and Tragedy in Mudvillds New York Timeswriter: ack Curry, “After
Melee, Spin Control Takes OveiThe New York Time§ctober 13, 200&Even the Boston
writers were aghast:an Shaughnessy, “It Is Time for Martinez to Gidp,” The New York



Times,October 13, 2003. (During this series, @lebesportswriters’ columns appeared in the
Timesand vice versalet's take it from the top:illiam Rhoden, “Momentous Victory, Most
Notably Achieved, The New York Timesduly 10, 2000%Just keep pumping your

arms”. erseeA Kind of Grace280.“The strength for that sixth jump”: bid., 298 But, as
Billie Jean King tells us: ing, Billie Jean,236.When the match: bid., 78.Jackie
Joyner-Kersee had heEureka!: oyner-KerseeA Kind of Gracef3.Often called the best
woman soccer playeria Hamm with Aaron Heifet£o for the Goal: A Champion’s Guide to
Winning in Soccer and in Lif@New York: HarperCollins, 1999), 31t is,” said Hamm: bid.,
36.By the way, did Hamm think:bid., 3.Jack Nicklaus, the famed golferom Callahanin
Search of Tiger: A Journey Through Gold with Tigéoods(New York: Crown, 2003), 24.
John Wooden: ohn Wooden with Jack Tobihey Call Me CoaclwWaco, TX: Word Books,
1972), 63-65'1 believe ability”: ohn Wooden with Steve Jamis®ipoden(Lincolnwood, IL:
Contemporary Books, 1997), 9tuart Biddle and his colleagues?Goal Orientation and
Conceptions of the Nature of Sport Ability in Chigda: A Social Cognitive ApproachBritish
Journal of Social Psycholodb (1996), 399-414; “Motivation for Physical Adtiwin Young
People: Entity and Incremental Beliefs About Atldetbility,” Journal of Sports Scienc@4
(2003), 973-989. See also Yngvar Ommundsen, “Imfleeories of Ability and
Self-Regulation Strategies in Physical Educatioas€és, Educational Psycholog®3 (2003),
141-157; “Self-Handicapping Strategies in Phystdlication Classes: The Influence of
Implicit Theories of the Nature of Ability and A&viement Goal Orientationg?'sychology of
Sport and Exercis2 (2001), 139-156=inding #1: his finding is from the research by Biddle
and his colleague8For me the joy of athletics”: oyner-KerseeA Kind of Gracef0.In fact,
he says: oodenWoodenp3. After the '98 Masters tournament:ave Anderson, “No Regrets
for Woods,”The New York Time#pril 4, 1998.0r after a British Open: allahan]n Search of
Tiger, 219.Tiger is a hugely ambitious manbid., 220 Mia Hamm tells us: amm,Go for the
Goal, 201.“They saw that we truly love”:bid., 243There was a time”: ohn McEnroe with
James Kaplar¥ou Cannot Be Serioslew York: Berkley, 2002), 10Some people don't
want to rehearse”: bid., 155Finding #2: mmundsen, “Implicit Theories of Ability,” 141-157
“You can'’t leave”: owe,Michael Jordan Speak89.Michael Jordan embraced his

failures: bid., 107 Here’'s how Kareem Abdul-JabbaroodenWooden100.For example, he
hoped desperatelycEnroe,You Cannot Be Seriou$12.“God, if | lose to Patrick”: bid., 259.
Here’s how failure motivated him:bid., 119In 1981, McEnroe bought:bid., 274 Here’s
how failure motivated Sergio Garciaallahan]n Search of Tiger164, 169Finding

#3: mmundsen, “Implicit Theories of Ability and S&tegulation StrategiesEducational
Psychology?2003,23,141-157; “Self-Handicapping StrategieBsychology of Sport and
Exercise 20012, 139-156 How come Michael Jordan’s skill:owe,Michael Jordan Speaks,
177.Butch Harmon, the renowned coachallahan]n Search of Tiger75. With this in mind,
Tiger's dad: bid., 2371 know my game”: bid., 219l love working on shots”: bid., 300.
“He’s twelve”: bid., 23.Mark O’Meara, Woods'’s golf partner:bid., 25.For example, when
he didn’'t: cEnroeYou Cannot Be Seriou$66.In fact, rather than combating: bid., 29.He
wished someone elsébid., 207 The system let me get away"bid., 190.In our

society”: owe,Michael Jordan Speak8y/.Coach John Wooden claimsoodenWooden113.
“I believe, for example”: bid., 78.When asked before a gaméarlie Nobles, “Johnson Is
Gone, So Bucs, Move OnThe New York TimeBlovember 20, 2003; Dave Anderson,
“Regarding Johnson, Jets Should Just Say No¢’ New York TimeBlovember 21, 20031 am
a team player, but”: nderson, “Regarding JohnsolVhen Nyad hatched her planersey,



Unstoppable212.iciss Tillis is a college:iv Bernstein, “The Picture Doesn’t Tell the Stdry
The New York Timedanuary 24, 2004t’s six-foot-three Candace Parkerra Berkow,
“Stardom Awaits a Prodigy and Assist Goes to Heh&g” The New York Timesanuary 20,
2004.

CHAPTER 5. BUSINESS: MINDSET AND LEADERSHIP According to Malcolm
Gladwell: alcolm Gladwell, “The Talent Myth,The New YorkeJuly 22, 2002Remember the
study where we interviewedhat study was performed with Ying-yi Hong, C.Ghiu, Derek
Lin, and Wendy WanAnd remember how we put studentsis research was conducted with
Claudia MuellerJim Collins set out to discoverim Collins,Good to Great: Why Some
Companies Make the Leap . . . and Others D@wéw York: HarperCollins, 2001)They used
to call me the prosecutor”:bid., 75.Robert Wood and Albert Banduraobert Wood and
Albert Bandura, “Impact of Conceptions of Ability &elf-Regulatory Mechanisms and
Complex Decision Making,Journal of Personality and Social Psycholdsfy (1989), 407—-415.
As Collins puts it: ollins, Good to Great26.Says Collins: The good-to-great Krogebid.,
65—69.According to James Surowieckiames Surowiecki, “Blame lacocca: How the Former
Chrysler CEO Caused the Corporate Scand8lafe,July 24, 2002Warren Bennis, the
leadership guru: arren BennisQn Becoming a LeadéCambridge, MA: Perseus Publishing,
1989/2003), xxixlacocca wasn't like that: ee lacocca with William Novakacocca: An
Autobiography(New York: Bantam Books, 1984)Vhat’s more, “If Henry was king”: bid.,
101.“1 was His Majesty’s special protégé”bid., 83.“All of us . . . lived the good life”: bid.,
101.“l had always clung to the idea”: bid., 144 He wondered whether Henry Fordoron P.
Levin, Behind the Wheel at Chrysler: The lacocca Legatsw York: Harcourt Brace, 1995),
31.“You don’t realize what a favor”: bid., 231Just a few years afteriacoccalacocca,xvii.
Within a short time, however:evin,Behind the Wheel at Chrysler.an editorial: bid., 312.S0
in a bid: “lacocca, Spurned in Return Attempts, Lashes”QuBA TodayMarch 19, 2002.
Albert Dunlap saved dying companiedbert J. Dunlap with Bob Andelmaklean Business:
How | Save Bad Companies and Make Good Companiest (Btew York: Fireside/Simon &
Schuster, 1996)Did | earn it?”: bid., 21.If you're in business”: bid., 199 A woman stood
up and asked:bid., 62.“Making my way in the world”: bid., 107-108:The most ridiculous
term”: bid., 196 Eventually, | have gotten bored”:bid., 26.Then in 1996: ohn A. Byrne,
“How Al Dunlap Self-Destructed,Business Weeluly 6, 1998Ken Lay, the company’s
founder: ethany McLean and Peter Elkinthe Smartest Guys in the Room: The Amazing Rise
and Scandalous Fall of EnrgiNew York: Penguin Group, 2003&inder was also the only
person: bid., 92.Even as Lay: bid., 89.“Ron doesn’t get it”: bid., 69.“Well, it's so
obvious”™: bid., 233 As McLean and Elkind report: bid., 40.Said Amanda Martin, an Enron
executive: bid., 121 Resident geniuses almost brought dowlec Klein,Stealing Time: Steve
Case, Jerry Levin, and the Collapse of AOL Timen#afNew York: Simon & Schuster, 2003).
Speaking about AOL executiveshid., 171 As Morgan McCall: organ W. McCallHigh
Flyers: Developing the Next Generation of Lead®gston: Harvard Business School Press,
1998), xiii. McCall also analyzes the effects onpowate culture of believing in natural talent
instead of the potential to develop. “The messdd¢igh Flyers,” he says, “is that leadership
ability can be learned, that creating a context $bh@ports the development of talent can become
a source of competitive advantage, and that theldpment of leaders is itself a leadership
responsibility,” xii. Harvey Hornstein, an expert:arvey A. HornsteinBrutal Bosses and Their
Prey(New York: Riverhead Books, 1996), 49ornstein describes Paul Kazarianbid., 10.An
engineer at a major aircraft: bid., 54.In Good to GreatCollins notes: im Collins,Good to



Great, 72.According to Collins and Porras:ames C. Collins and Jerry |. PorrBsijlt to Last:
Successful Habits of Visionary Comparn(isw York: HarperCollins, 1994/2002), 18%ay
Macdonald of Burroughs: bid., 166.The same thing happened at Texabid. Andrew
Carnegie once said:ohn C. MaxwellDeveloping the Leaders Around Y@ashville, TN:
Thomas Nelson, 1995), 18/arren Bennis has said:ennis,On Becoming a Leadet9.When
Jack Welch took over:*Overvalued: Why Jack Welch Isn't Godlhe New Republidune 11,
2001. Even this article, which explains why Welblowdnot be regarded as a god-like figure,
details his remarkable accomplishmeRistrtunemagazine called Welchbid. But to me even
more impressive:teve Bennett, “The Boss: Put It in Writing Ple&Sehe New York Timedlay
9, 2004 .Instead, it's “I hate having to”: ack Welch with John A. Byrndack: Straight from
the Gut(New York: Warner Books, 2001), iQr “[These people] filled my journey”:bid., 439.
In 1971Welch was being consideredid., 42.0ne day, young “Dr.” Welch: bid., 36.“The
Kidder experience never left me”bid., 228-229What he learned was thisbid., 384 When
Welch was a young engineerbid., 27."Eventually | learned”: bid., 54.0ne evening, Welch
addressed:bid., 97-98In front of five hundred managers:bid., 189"As a result, leaders
were encouraged”:bid., 186."You owe it to America”: ouis V. GerstnelWho Says Elephants
Can’t Dance? Inside IBM’s Historic Turnarour{lew York: HarperCollins, 2002), p. 186ix
days after he arrived:bid., 78.He dedicated his book to thembid., v.“Hierarchy means very
little to me”: bid., 24.“[IBM stock] has done nothing”: bid., 57.That was the Xerox Anne
Mulcahy: etsy Morris, “The Accidental CEOFortune,June 23, 2003ortunenamed
Mulcahy “the hottest turnaround”: “Most Powerful Women in Business 200&4rtune,
October 18, 2004or example, ag-ortunewriter Betsy: orris, “The Accidental CEO.She
was tough: bid. After slaving away: bid. But a year later she knewbid. Women now hold
more key positions:*Most Powerful Women in Business 2004n"fact, Fortunemagazine
called Meg: ryn Brown, “How Can a Dot-Com Be This HotRbrtune,January 21, 2002;
Patricia Sellers, “eBay’s SecreEbrtune,October 18, 200Researcher Robert Wood and his
colleagues: obert E. Wood, Katherine Williams Phillips, andr@en Tabernero, “Implicit
Theories of Ability, Processing Dynamics and Perfance in Decision-Making Groups,”
Australian Graduate School of Management, Sydnegtralia.ln the early 1970s, Irving
Janis: rving JanisGroupthink,2nd ed. (Boston: Houghton Mifflin, 1972/1982verything
had broken right for him”: bid., 35.Schlesinger also said, “Had one senior’bid., 38.To
prevent this from happening:ollins, Good to Great/1.An outside consultant kept asking
Enron: cLean and ElkindThe Smartest Guys in the Rod&a1.“We got to the point”: bid.,
230.Alfred P. Sloan, the former CEO:anis,Groupthink,71. From Peter F. Druckerhe
Effective ExecutivéNew York: Harper & Row, 1966Herodotus, writing: anis,Groupthink,
71.He said the new, rounder carsevin,Behind the Wheel,02-103David Packard, on the
other hand: avid PackardThe HP Way: How Bill Hewlett and | Built Our CompaiNew
York: HarperCollins, 1995When Warren Bennis interviewedennis,On Becoming a Leader,
xxix. Bennis concurred: “I believe”: bid., xxxii. John Zenger and Joseph Folkmanohn H.
Zenger and Joseph Folkmdrhe Extraordinary Leader: Turning Good Manageri@reat
Leaders(New York: McGraw-Hill, 2002)Or, as Morgan McCall argues:cCall,High Flyers.
CHAPTER 6. RELATIONSHIPS: MINDSETS IN LOVE (OR NOT) What separates
them?: his work was carried out with Israela Silberm&hne Contos family: hown on
Weddings Gone WIIABC, June 14, 2004n his study of gifted people:enjamin S. Bloom,
Developing Talent in Young Peogdew York: Ballantine Books, 19859Ylaybe that's why
Daniel Goleman’s: aniel GolemanEmotional Intelligence: Why It Can Matter More thih



(New York: Bantam, 1995Aaron Beck, noted marriage authorityaron T. Becklove Is
Never EnougliNew York: Harper & Row, 1988), 203ays John Gottman:ohn Gottman with
Nan Silver,Why Marriages Succeed or FélNlew York: Fireside/Simon & Schuster, 1994), 69.
Elayne Savage, noted family psychologidayne Savagd)on’t Take It Personally: The Art of
Dealing with RejectiofOakland, CA: New Harbinger, 199 Baymond Knee and his
colleagues:. Raymond Knee, “Implicit Theories of Relatiorshi Assessment and Prediction of
Romantic Relationship Initiation, Coping, and Lowigg” Journal of Personality and Social
Psychology74 (1998), 360-37Q@ohn Gottman reports:ottman Why Marriages Succeed or
Fail, 155.And they assign blame totaait: his has been studied by Raymond Knee, and | have
found this in my work with Lara Kammrath. (See alse work of Frank FinchamS§o once
people with the fixed mindsethe idea that a fixed mindset can undermine geiahips is also
found in the work of Roy Eidelson and Norman Epstand of Susan Hendrick and Clyde
Hendrick. The idea of criticism—attacking the parta personality or character—leading to
contempt is explored in the work of John Gottnarenda and Jack were clientsaniel B.
Wile, After the Honeymoon: How Conflict Can Improve YRetationship(New York: John
Wiley & Sons, 1988)The story of Ted and Kareneck,Love Is Never EnoudtEverything she
says and does”:bid., 36.“She never takes anything seriously’bid., 36.“What is the mature
thing”: bid., 246 Aaron Beck tells couplesbid., 199 Hillary defended him: illary Rodham
Clinton, Living History (New York: Simon & Schuster, 2003), 465rough counseling, Bill
came to understand:ll Clinton, My Life (New York: Knopf, 2004); Bill Clinton oifhe Charlie
Rose ShowJune 23, 2004ne evening, Stevie Wonder:R. Clinton,Living HistoryJennifer
Beer studied hundreds of peopleennifer S. Beer, “Implicit Self-Theories of Shgse Journal
of Personality & Social Psycholo@B (2002), 1009-1024. See also the excellent wbRil
Zimbardo on shynesScott Wetzler, a therapist and professocott Wetzler)s It You or Is It
Me? Why Couples Play the Blame GaNew York: HarperCollins, 1998)lt doesn’t matter to
me”: bid., 134 At Columbine, the most notoriousrooks Brown and Rob Merrityo Easy
Answers: The Truth Behind Death at ColumiiNew York: Lantern Books, 2002Brooks
Brown, a classmate:bid. He rejected the fixed mindsetbid., 47.In his own words: bid., 107.
“It's to use your mind”: bid., 263*We can just sit back”: bid., 21.Stan Davis, a
therapist: tan Davis Schools Where Everyone Belongs: Practical StragefgieReducing
Bullying (Wayne, ME: Stop Bullying Now, 2003). See also @dweus,Bullying at School
(Malden, MA: Blackwell, 1993)'l notice that you have been”:bid., 34.Haim Ginott, the
renowned child psychologistaim G. Ginott,Teacher and ChildNew York: Macmillan, 1972),
167.In a New York Timesarticle: ane Gross, “Hot Topic at Summer Camps: Endindrilie
of the Bullies,”The New York Timegune 28, 2004.

CHAPTER 7. PARENTS, TEACHERS, AND COACHES: WHERE DO
MINDSETS COME FROM? Haim Ginott, the childrearing sage:aim G. GinottBetween
Parent & Child(New York: Avon Books, 1956), 22—-2Remember chapte3: his work was
with Claudia Mueller and Melissa KamirGinott tells of Philip: aim G. GinottBetween
Parent & Teenage(New York: Macmillan, 1969), 8&hildren Learn the Messageshis
research was done with Chauncy Lennon and Eva Rorzerere’s a kindergarten boy:his is
from work with Gail Heyman and Kathy Cain: Gail Beyman, Carol S. Dweck, and Kathleen
Cain, “Young Children’s Vulnerability to Self-Blamand HelplessnessChild Developmens3
(1992), 401-415WVe asked second-grade childreinis research was with Gail Heyman: Gail
D. Heyman and Carol S. Dweck, “Children’s Thinkidgout Traits: Implications for Judgments
of the Self and OthersChild Developmen®4 (1998), 391-403Jary Main and Carol



George: ary Main and Carol George, “Responses of Abusedlasadvantaged Toddlers to
Distress in the Day Care Settin@@évelopmental Psycholo@i (1985), 407-412My parents
pushed me”: ohn McEnroe with James Kaplarpu Cannot Be Serioislew York: Berkley,
2002), 31However, he says, “Many athletes’bid., 30.“If Tiger had wanted to be”: om
Callahan]n Search of Tiger: A Journey Through Gold withéfigVoodgNew York: Crown,
2003), 213Tiger says in return: iger WoodsHow | Play Golf(New York: Warner Books,
2001), 302Dorothy DeLay, the famous violin teacherarbara L. Sandeaching Genius:
Dorothy DelLay and the Making of a Musici@ortland, OR: Amadeus Press, 20@)e set of
parents: bid., 79.DeLay spent countless hoursbid., 144 Says Yura, “I'm always

happy”: bid., 153We asked college students to descriltes work was with Bonita London.
Haim Ginott describes Nicholasinott, Between Parent & Teenagdr32.For thirty-five years,
Sheila Schwartz taught:heila Schwartz, “Teaching’s Unlettered FuturBje New York Times,
August 6, 1998Marva Collins taught Chicago children:arva Collins and Civia Tamarkin,
Marva Collins’ Way: Returning to Excellence in Edtion (Los Angeles: Jeremy Tarcher,
1982/1990); Marva CollingQrdinary” Children, Extraordinary TeachergCharlottesville, VA:
Hampton Roads Publishing, 199®%hen60 Minutesdid a segment:ollins, “Ordinary”
Children,43—-44.Chicago Sun-Timesvriter Zay Smith: ollins and Tamarkinylarva Collins’
Way,160.As Collins looks back:bid., 47l know most of you can’t”: bid., 21-22As they
changed from children: bid., 68.Rafe Esquith teaches Los Angelesife EsquithThere Are
No Shortcut¢New York: Pantheon, 2003pelLay’s husband always teased heand,Teaching
Genius,23.Her mentor and fellow teacherbid., 54.1 think it's too easy”: bid., 70.ltzhak
Perlman was her studentbid., 201l think she has something special’:bid., 85.Yet she
established on Day Oneollins and TamarkinMarva Collins’ Way,19. When Benjamin
Bloom studied his 120:enjamin S. BloomDeveloping Talent in Young Peog§éew York:
Ballantine Books, 1985)hen Collins expanded her schoobllins, “Ordinary”
ChildrenEsquith bemoans the lowering of standardsguith,There Are No ShortcutS3.
“That is part of Miss DelLay’s”: and,Teaching Geniu219.“l know which child will

handle”: squith,There Are No Shortcutd0.Collins echoes that ideapllins and Tamarkin,
Marva Collins’ Way21.0One student was sure he couldn’and,Teaching Geniu®4.Another
student was intimidatedbid., 114 As Marva Collins said to a boypllins and Tamarkin,
Marva Collins’ Way208.Here is a shortened versionbid., 85-88It’s sort of like Socrates
says”: bid., 159.For a class assignment, he wroteid., 165And she let her students

know: bid., 87.Michael Lewis, inThe New York Times: ichael Lewis, “Coach Fitz's
Management Theory,The New York Times Magazimdarch 28, 2004Bobby Knight, the
famous and controversial:ob Knight with Bob HammeKnight: My Story(New York: St.
Martin’s Press, 2002); Steve Alford with John GarriPlaying for Knight(New York:
Fireside/Simon & Schuster, 1989); John Feins#&iBeason on the Brink: A Year with Bobby
Knight and the Indiana Hoosie(dlew York: Fireside/Simon & Schuster, 198F9hn
Feinstein, author ofSeason: einsteinSeason on the BrinB, In Daryl Thomas, Feinstein
says: bid., 3—4.You know what you are Daryl?”: bid., 7.An assistant coach had given this
advice: bid., 4."What | like best about this team”:bid., 25.Steve Alford, who went oniford,
Playing for Knight,101.“The atmosphere was poisonous™id., 169.Says Alford, “Coach’s
Holy Grail”: bid., 63.In the “season on the brink”: einsteinSeason on the Brinkj. “You
know there were times”:bid., 8-9.Coach John Wooden producedohn Wooden with Jack
Tobin, They Call Me CoackWaco, TX: Word Books, 1972); John Wooden withvBtdamison,
Wooden: A Lifetime of Observations and Reflect@nsand Off the CourfLincolnwood, IL:



Contemporary Books, 1997)ou have to apply yourself’: oodenWooden11.“Did | win?
Did | lose?”: bid., 56.If so, he says:bid., 55.If the players were coastingbid., 1191
looked at each one”:bid., 95.“Other fellows who played”: bid., 67.But he promised
him: bid., 141-142Bill Walton, Hall of Famer: bid., ix.Denny Crum, successful
coach: bid., xii. Kareem Abdul-Jabbar, Hall of Famer:bid., xiii. It was the moment of
victory: ooden,They Call Me Coact9—-10.“There are coaches out there”:oodenWooden,
117.Pat Summitt is the coachat Summitt with Sally JenkinReach for the SumniiNew
York: Broadway Books, 1998yVooden calls it being “infected”:oodenWooderPat Riley,
former coach: at Riley,The Winner WithifNew York: Putnam, 19935ummitt explains,
“Success lulls you”: ummitt,Reach for the SummR37.The North Carolina coach:bid., 5.
“Get your heads up”: bid., 6.“You never stay the same”yler Kepner, “The Complete
Package: Why A-Rod Is the Best in Business, EveiléeNlearning a New Position,The New
York TimesApril 4, 2004.

CHAPTER 8. CHANGING MINDSETS: A WORKSHOP In the 1960s, psychiatrist
Aaron Beck: aron T. Beck, “Thinking and Depression: Idiosatar Content and Cognitive
Distortions,” Archives of General Psycholo§y(1963), 325-33Frisoners of Hate: The
Cognitive Basis of Anger, Hostility, and Violer{diew York: HarperCollins, 1999). (At about
the same time, therapist Albert Ellis was discawg@ similar thing: that beliefs are the key to
how people feel.)n several studies, we probechis work was done with Ying-yi Hong, C. Y.
Chiu, and Russell Sacki$.does not confront the basicowever, see Jeffrey E. Young and Janet
Klosko, Reinventing Your LiféNew York: Plume/Penguin, 1994). Although Youngl &losko
are working in a cognitive therapy tradition, aecassumption of their approach and one that
they teach their clients is that people can chamgery basic waysA Mindset Workshop: his
workshop was developed with Lisa Sorich Blackwethvgrants from the William T. Grant
Foundation and the Spencer Foundation: L. S. Blatk@. S. Dweck, and K. Trzesniewski,
Implicit Theories of Intelligence Predict AchievemAcross an Adolescent Transition: A
Longitudinal Study and an Interventid2003. | would also like to acknowledge other
psychologists who have developed their own studemnkshops based on the growth mindset:
Jeff Howard, founder of the Efficacy Institute, afmbhua Aronson, Catherine Good, and
Michael Inzlicht of New York University and ColungbUniversity.“Many people think of the
brain”: his was written for the workshop by Lisa Soridadkwell. Brainology: he Brainology
computer-based program was also developed with&dsech Blackwell, with a grant from the
William T. Grant FoundatiorPsychologists Karen Horney and Carl Rogeraren Horney,
Neurosis and Human Growth: The Struggle Toward-Be#Hlization(New York: Norton, 1950);
Our Inner Conflicts: A Constructive Theory of Nesis New York: Norton, 1945). Carl R.
RogersClient-Centered Therap{New York: Houghton Mifflin, 1951)0n Becoming a Person
(New York: Houghton Mifflin, 1961)Research by Peter Gollwitzereter M. Gollwitzer,
“Implementation Intentions: Strong Effects of Simpllans,”American Psychologi$i4 (1999),
493-503Mindset and Willpower: am researching this issue with Abigail Schdtggn
Magen, and James Gross.
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