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placed in situations where we must learn something new. If we think that it :
inapg-)ropriate to ask for help, we will be reluctant to ask for the help that :
require. Without us even being consciously aware of it, we fall into rnooolsWe
resignation and confusion, which may lead us to give up. To successfull IeaO
v‘vhat we set out to learn, we must learn to be sensitive to the moods tf):at .
find ourselves in. These moods give us the first clue of the assessments W;
standards that we have that may impede our learning, and they also givearlls

the first clue as to what actions we can take to make sure we continue to work
towards achieving our learning objectives.

Our inti
moods and our assessments are intimately linked. In particular, our
4

moods can be decoded as involvin ' .
as a whole, including our Ossibili?‘ au;0m§t|c asse-ssm‘ents of our situation earning to learn requires that we be in a mood that is conducive to learn-
changing it in some way ?his o :;Wc;;:tervegmg cljn the situation and g. Often we are not. Working with peopie to help them develop new
- moo ; . :
s and assessments gives skills, we have seen over and over how many of us fal! into negative moods

moods their power to influence ho i
w we are predisposed to act and res ; |
. - . - pond : . . |
to a situation, but it is also what enables us to have influence over our own that derall oot e e or el e ek fom emberta e 2

moods. If we can gain sensitivity to our moods and an ability to alter the as-

sessments we are o i i T ,

moods. Such a shiftp\,iirlﬁgegn\’\g:;);VvieiazsizegvziofzsﬁIlgty o S-hlﬁi.ng our ‘What do | mean by moods?* Moods are “attunements” to the situation

of moods that block us from learning or engaging with otehgresga?vihlmpad ' we find ourselves in at any given moment which predispfase us to certain

section | say more about moods and how by coming to - h@ next - ~ctions. Someone who is in a blue mood will not be disposed to go to

nection of moods to assessments and standards Wg pplreCIate-t € con- ~ a party, while someone who is in a bored mood does not find any pos-

skills of shifting out of unproductive moods (e can also cultivate the ~ sibilities attractive. Someone who is in an annoyed mood will be likely
' io lash out at someone for trivially whistling a tune, while someone in a

joyous mood might whistle along. Moods are like the coloring of how

[earning quest in the first place.

© 16 Moods are a vast domain whose detailed expioration is well beyond the scope of this work.

" What | focus on in this writing, and in the work that we do during the WEST course, is but a sliver

of this topic. Much of my writing in this section is based on many conversations and collaborations

( have had with Fernando Flores. In a forthcoming work, he calls many of the moods that { highlight

here, along with the moods that tend to show up when we work with teams, “moods of pragmatic
engagement.” He also identifies a broader range of moods, including, among others, the shared

socio-political mood of a nation (e.g., the mood of distrust in current American politics), and the
overarching mood of a whole era or epoch (e.g., the mood of uncertainty in the age of climate
change). For a reader interested in diving deeper into the theme of meoods, the philosopher Martin

Heidegger's writings on moods and how these constitute our “being-in-the-world” may be of in-
terest. (Being and Time. New York: Harper and Row, 1962). For an interesting discussion on the
difference between moods and emotions, see Paul Ekman and Richard J. Davidson, The Nature of
Emotion: Eundamental Questicns (New York: Oxford UP, 1994). See also Paul Ekman, Emoticnai
Awareness: Overcoming the Obstacles to Psychological Balance and Compassion: A Conversation
between the Dalai Lama and Paul Ekman, Ph.D. (New York: Holt Paperback, 2008).
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we encounter the world around us, what it says to us or how it appeals to
us. Moods and emotions are different even though they normally come -
together. Emotions are directed at some particular person or some par

ticular thing. You may be angry with your boss, and feel it in the burning
of your face and the curling of your toes, because your boss did not give
you the promotion she promised you. You may be sad, feeling a sinking
emptiness in your stomach, because you experienced the sudden loss of 5
dear family member. You may be ashamed, feeling like you want to hide,
because you lied and you believe that lying is wrong. Moods, although
similar to emotions in that we can also sense them in our bodies, are more :
in the background. Most of the time, we are not even consciously aware of -
our moods, but they nevertheless show up in our behavior and demeanor,

and the sense we have about what is possible or not possible.

In our work, we interpret moods as involving assessments that people have
about their future. Sometimes we refer to them as automatic assessments,
because, as mentioned above, we are usually not aware of many of the as- -

sessments that we operate with. Our history, including past experiences and
culture, colors how we see the future, and predisposes us to act a certain way
in the present. If we have experienced something not working in the past, we
may be in a mood of resignation about that changing in the future and will be
reluctant to try to take action in the present. | have made many offers to help
people on my team in the past, but no one responds to my e-mails. | guess
everyone is too busy. | am not going to keep trying. Or, here they come again
with a new change initiative. They will do a lot of stuff. but in the end nothing
will change. It's always this way. | am not going to do anything to try to support
what they are doing. If we are in a mood of ambition, however, and commit-
ted to producing a result, then obstacles show up as hurdles to be overcome,
not as evidence that we are never going to be successful. | am committed to
succeeding as a team, and my team member does not know what she is do-
ing. I am going to offer to train her so that she can perform her role. Or, | am
committed to developing a stronger relationship with our clients and | think
that what we are doing will lead to that. | know that we've made mistakes in

the past, but we have learned from these, and if we continue down this path,
we will get there!

Learning to Learn and the Navigation of Moods

‘We must accept our moods as facts — as human ?eings we are alvjvays in
:some mood, sometimes even multiple moods at a time - but we -don 1 nezd
.0 be hostages to them, particularly if we find that we have fallen mtofrr;oo s
hat close possibilities for us. When embarking on th_e process of learn-
ng something new, or even when considering e.mbarkmg on the F;rocgss
of learning something new, we can fall into cert‘am nega‘mve,‘unprowuc;uvei
moods that make tearning much more difficult, if not impossible. Z eed
.énxious, confused, resigned, or insecure, which makels us feel strf—:‘ss: z;n !
“want to flee the situation. I have no idea what to do. I'd -rather quit t an Tﬁ
" embarrassed when | fail. Id rather give up than feel anxious all the time. It's

. too stressful. Who needs this?

-...:There is nothing wrong with us if we fali into negat%v? moods. At some pom?
:-E:_.or another, all of us do. Contrary to what many bgheve, we cannot contro

':..:our moods, but if we are committed to our learning, we must leérn'to not
:: allow negative, unproductive moods to get in the way of accompllshmg OLliI’
: objectives. Itisimportantto emphasize, however, t.hat rqgods are nc(;t sm:tp;::
~ things that happen to us. They are automatic predispositions towe;r dcg fh

. possibilities, and away from others, based on our past, and groun ed in the
- standards of behavior we have acquired over the course of our .hves. As V\;le
alluded to in the previous pages, the standards that we've acquired .throug -
'~ out our lives that give rise to our predispositions are not us‘ui':\lly expl:cst.-;r bely
_:. operate and guide us in the background, unexamined, waiting and available
" 1o be discovered. Moods, on the other hand, are sensed.

Since moods are sensed, and since they are intimately connectfad V\:fith our
standards for behavior and our automatic assessments of our situation, we
have found that by exploring the moods we have fallen !nto,' we can learn
to shift ther when necessary, and thereby open up new possibilities for'ag
tion, including the possibility of declaring new standards for ourse&lves. Thisis
relevant at a general level, but itis of particular importan(':e when it c.ome%‘:o
overcoming obstacles that may get in the way of our con.tmued Iearn;\ng.bl ek
first step in developing the skilt for shifting out ?f negatxv.e moods t adt oc

our learning is developing an ability to recognize negative or unproductive

moods when they come over us.
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MOODS THAT CAN BLOCK QUR LEARNING
Moods are windows to our assessments and to the standards that support
them. If we become sensitive to our moods, we may be able to open the cur-
tains and observe how we see things, and discover whether our automatic
predispositions help us achieve our learning objectives or block us. The chart
below reveals certain unproductive'” moods that routinely can get in the way of -
learning. This is not a comprehensive fist of moods that may not be conducive
to learning, but | highlight those that | have observed most frequently during
our work. Of course, people can also be in moods that are conducive to learn-
ing. | turn to such moods after examining the moods that block learning.

soods that get in ihe way of learming

Unprod;ictive ' Sarﬁple assessn:;;:nts that could trigger this mood
Mood

. ) : is goi *t like it. Being confused

i I don’t understand what is going on here, and [ don’t _ :
Confusion is a bad thing. There is nothing of value for me here. Being confused 1s not
good for me. T need to quickly escape this situation!

‘Resignation T am too old to learn this. I am never going to be able to do this, no matter

: & how much T try, so what’s the point? This involves numi_aers; I was never
good at math, so [ am not going to be able to do thl;. This game requires
reading a map; I am bad with maps. There 1s no point for me to even try this
game. This is not possible.

i i i fai ble to do this already. 1 am not
ﬁ 1 tried to do this, but failed. I expected to be_a 1 - alre
Frusuation getting this as fast as I think T should. This isn’t working like it should.

17 For the sake of this writing, | call these moods “unproductive moods.” This label does not
mean that these moods are inherently bad, wrong, or to be avoided at all costs. We fail into the
moods that we fall into. By learning to be sensitive to them, however, we can leam not to be
trapped by them if we find that they are blocking us from taking the kinds of action that we may
need to take to continue to learn. The moods listed here are the moods | have often observed

block people’s learning. It is important to note, however, that in some situations, some of these
moods may not be necessarily datrimental to our learning.

. i i re. | already know ali there is to know
ce There is nothing new for me to learn here no _
Arogan about this. Or L already know all I want to know. This is a waste of my time.

: Impatience (Often coupled with arrogance.} There is no value,in what’we are doing here.
We need to move on. This needs to go faster. We're wasting time.

| Boredom There is nothing of value for me here. There is nothing I can do to make it

: , . . N less boring to me.
For example, a mood of impatience may or may not get in the way of learning. In some situations, g

it may prompt us to tske action, to practice, to take risks, and to not over-analyze, which may be
exactly what we need to continue to learn, particularly as we become more competent. In other
situations, however, it may prompt us to disengage too quickly and not take the actions that we
need to take to continue to learn. We may prematurely conclude that we are not “cut out” o de
something simply because we did not give ourselves the tima to learn. Similarly, the mood of
skepticism may help us to take action to continue to learn, or it may block us from taking action.
There is a difference between what | consider a healthy skeptical mood, whare people don't biindly

o Fear/Anxiety'® | T don’t know how to do this. I may make mistakes. Mistakes are bad ?lldll [
3 may not recover from them. Idon’t know what the right course of action is.
am going to quit, because making a mistake is worse than simply not trying.

:; i ’ f i 1 can ask for help.
. There is so much I don’t know, or can’f do. There 1s no one [ ¢
| Overwhelm I just have to work harder and harder, but I'll probably still fail because there

isn’t enough time.

trust what others promise them and choose to move prudently to ensure that they are embarking I t competent to Jearn this. I have always been bad at math, so I am not
on & learning process with pecple who are qualified to teach (e.g., check references, interview past Lack of iy r;o bc bge to learn to do this since it requires math. I’ve never done this.
students, etc.} and a skeptical mood that closes possibilities, where they simply refuse to believe i Confidence going to be a

that another person or group has something 1o teach them despite the evidence (e.q., results, case

| (insecurity) 1 can’t do this. T am not good enough to be here. Others are way smarter than I
studies, references, degrees, etc). If we find ourselves in a mood of skepticism, it is important to

am. | am never going o get this!

acknowledge it, and pause to explore how it is influencing our behavior. If we find, for instance, Distrust or 1 don’t trust that my colleague will take care of me if I tell him, I d(_)n’t know
that cur standard is that we should move with prudence and do our homawaork to make sure that | Skepticism what to do. [ think my colleague talks a good game, but I don’t think she
the teacher we are hiring is competent, then continued learning is possible. If we find that our P

knows how to teach me what I need to know. T am not gohing to ask him for

help as T don’t think he is competent to give it to me. This process may be

working for some people, but 1 am skeptical that it will really work for me.
o

standard is that no one could possibly teach us anything because everyone is incompetent and not
trustworthy, despite the evidence, we may want to see what we can do to egin to build trust with

people who may be able to mentor us, otherwise learning may be much harder, if not impossible,
for us,

Notwithstanding the helpfulness of this list for identifying the moods that we may be in, it is im-
portant to keep in mind that a mood is the window that allows us to peek in; itis up to us to do
the work to discover what is inside — our automatic assessments and the standards that they are

based on - and to determine whether we need to rearrange things so that they don’t block us from
reaching our learning objectives.

18 By anxiety here | mean a mood of anxiety that is often repor‘tecéii by the pec;;i:!e |:~Iics>r;k<;osuqsaers¥;
an anxiety/fear connected to uncertainty, to not knowing what to ho orl to ma nge n mean.mg i
not referring to clinical anxiety or depression where a person may have ost atseiF oot
his or her life and may not see any possibilities, impairing his or her capacity to fu .
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more of these moods that are not conducive to learning,

their assessments are based on standards that are either: not relevant to
the situation at hand — as with the military person not currently acting in a
chain of command who must now negotiate with others to determine what
actions he is going to take; or not usefu! for achieving their goal, as with the
top college student who excelled in every topic by making sure she knew
everything that would be covered on the exams, but who must now learn to
make decisions while coping with uncertainty. As a result of discovering the
standards to which they adhered and their inappropriateness to the current
situation, participants begin to see actions that they can take to shift their

unproductive moods and continue on their learning quest until they achieve
their objectives.

As previously mentioned, in our courses we use an online multiplayer game
as part of our learning environment. Many participants have never played
this game before, or any like it. They are absolute beginners, but instead

of rejoicing because they are about to learn something new, some of them
quickly fall into the following moods:

Confusion: “| have no idea what to do and I don't like it!”
Impatience: "I should be getting this quicker!”

Anxiety: "l don’t know what to do and if | make a mistake my team will
think poorly of me.”

Frustration: "| should know how to work my avatar already.”
Insecurity/lack of confidence: "I have no clue what is going on here

and | am never going to get it. | am bad at games. [ am bad with
technology. | am not going to be able to contribute to my team.”

If we learn to become aware of our moods and are able to identify one or
we ¢an then explore
the assessments that we have about the situation, and discover the standards
to which we adhere that support those assessments. This is critical to the
success of the learning process. Participants in our courses regularly discover
that they have fallen into moods that get in the way of achieving their learn-
ing objectives. Yet when they explore these moods, they often discover that

Learning to Learn and the Navigation of Moods

Although they can intellectually understand that they are beginners, they are
~ot comfortable allowing themselves to be beginners and to undergo the

arning process that goes along with it. By exploring their assessments,

e for

owever, they begin to discover that they have unreasonable ?xpect'a‘;i]?ns
hemselves: | should be competent right away. | should con’mbufz_ng avii);
y not knowing what to do, | am holding the team back. As thEy i;covesrtann
“standards that they are holding themselves to, they realize t ?rtht eks)e e
ards are not helpful for learning to play the game with others. | iy eg o
ee that a beginner is not expected to contribut-e as an expe'rt right way, o
“rather that the role of a beginner is to be a bt‘agmner‘: follow mstruc‘F:ons, o
.' questions, and practice. If they don't follow instructions, ask questfns,tiei{
practice, then they are not contributing to the team; they are no‘;ta .ngC o
role as a beginner seriously. When they realize :thlS, their stress egln.s Ob|@
: minish and they often begin to experience learmning the game as an ir.wcjioytah °
process, instead of as a torturous undertaking Whgre they have todx eol e:w—
" 1ack of skills so that others do not judge them as incompetent and undesir

'. " able members of the team.

My son, in the example about math, fell into the following moods:

Confusion: “I don’t understand these math problems. | am totally
confused and it is not good to not understand.

Frustration: “1 should get this quickly. | am not. "

Impatience: "l should understand these problems faster. ‘
Lack of confidence: “Smart people get things fast and | am not getting
this fast.” |

Resignation: “Since | am not getting these problems quickly, | am n.ol:
good at math. | am not going to study anything that has to do wit
math when | get older.”

In exploring these moods with him, we discovered that he had the assess-
ment that he was not smart in math, and that he based that assessment on
a standard he had already adopted for evaluating whether or not someone
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Is smart: smart people understand things fast; if you don‘t understand some- .

| - ! Moous that
thing quickly, then you are not smart in that subject matter. Consequently e

Learning to Learn and the Navigation of Moods

are Conducive to Learning

Mﬁod

he concluded that he should not aspire to study anything that requires math

Sample assessments that coul&rirlgg-ér this mood

when he gets old ' i
g er because he was no longer good in that subject. Luckily, Wonder

after a number of conversations, he came to realize that this way of assessi

his intelligence would not serve him well in his educational and professio:% |
career, where he will encounter, if he wants to, bigger and more difficult chaT
lenges that don‘t have obvious answers that people can get right away. We
talked about cancer, and how many people have been trying to find Z cur:

[ don’t know what is going on here, but the world is full of opportunities,
and I like it!

Even though I don’t have a clue what is going on here, I trust that there is
something for me to learn, and I am excited about it.

Uniike a mood of confusion, when in a mood of wonder (or perplexity,
described below) ignorance shows up as something positive, a new [frontier
to explore, an inspiration for our learning, not something fo be
embarrassed by or 1o be avoided.

that is not obvious, yet how important it is for people working on a cure to

pirs?-\»tere an.oi .not givg up on trying. We talked about scientists and astro-
physicists quitting their field the moment they do not get an answer right

Perplexity

1 am fotally confused, but I feel it is important (o explore more and
possibly get answers that may be important to me. [ am going to stick with
this until I persevere.

away, and what a waste that would be. My son began to see that for these
pegpie, lack of knowledge means a new frontier to explore, not something to
avoid or be embarrassed by. Instead of resignation, they rare in moods ‘?hat
are much more conducive to exploration and continued learning, such as the

moods of wonder or ambition. | highlight these moods and a few others in
the next section.

Serenity/
Acceptance

1 accept that the past is the past and is not in my control.

I accept that the future is uncertain, it wilt be full of surprises, and I cannot
predict it. Both good and bad will come unexpectedly, and L am grateful to
life.

Unlike resignation, when we are in a mood of serenily, we accept the past
as the past, but we are not resigned about our future possibilities, and we
are free to take action to embrace these or walk away Sfrom these.

.| Patience

MOODS THAT PREDISPOSE US TO CONTINUING TO

T accept that learning requires that I practice recwrrently over a period of
time. That is the way learning works.

LEARN

Fortunately, just like there are moods that may limit or block our learnin

there are other, opposing moods, that can predispose us to embark and s.’te?r
on our learning journey. Again, this is not meant to be a comprehensive Iis‘cy
These are moods that we have observed repeatedly in our work and that ou}
students strive to cultivate as they work to shift from negative moods that get

= Ambition

1 see opportunities here. I may not be fully prepared and I am not certain of
everything that may come my way, but I am convinced that my full
commitment to this is valuable. 1 am committed to take action.

When we are in a mood of ambition, setbacks show up as challenges fo
navigate and master, not as evidence that what we sel oul to accomplish is
not possible, as they might be interpreted by someone who is in moods of
resignation, insecurity, or anxiety, for example.

in ; : oo
the way of their learning objectives. | Resolution

1 see opportunities here and I am going to take action right now.

Confidence

T have successful experience in this area, and I am competent (o act in this
situation. I have been able to learn new things before, and 1 am going to be
able to do it again. I have people that I can ask for help, who will take care
of me. When in a mood of confidence, lack of competence shows up as
something to master, not as a redason 1o give up.

o Trust

] am learning from people who have experience in the arca [ want to learn
from. They have produced results. They have a good reputation. I can learn
from them. They care about supporting my learning. They are not gomg to

judge me negatively if [ don’t know something.
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Learning to shift from unproductive to productive moods is a criti
learning to learn. As we learn to become aware of our moods, an

want to achieve, such as resignation, we can choose not to remain hostage

conducive to achieving what we set out to achieve.

SHIFTING FROM UNPRODUCTIVE MOODS TO MOODS
THAT ARE CONDUCIVE TO LEARNING

their own moods, and the moods of their coileagues.

op the ability to be present to the moods we find ourselves in, but when en-
gaged in the process of learning something new, it is essential that we not stop
at simply observing the moods and emotions that we find ourselves in, but that
we do so for the purpose of seeing what action we may need to take to make it
possible for us to continue to learn and eventually achieve our objectives. This
is not necessarily inconsistent with a practice of mindfulness. As B. Allan Walface
argues, mindfulness also includes "retrospective memory of things in the past,

prospectively remembering to do something in the future, and present centered
recollection in the sense of maintai

ning unwavering attention to a bresent reali-
ty.""” Nevertheless, | think it is important to emphasize the importance of com-
bining learning to be aware of our moods with a wider practice of refiection
aimed at helping us to successfully navigate the learning process.

19 Ekman, Emoticnal Awareness: Overc

oming the Obstacles o Psychological Balance and
Compassion, 56 — 57.

d are able tg
observe ourselves in a negative mood that blocks us from achieving what we

to this mood, and take action to cultivate an alternative mood that is more

As you might expect, the first step to developing the ability to shift your.
mood is to become aware of your mood(s). This is a skill that takes practice,
but with practice it can be learned, and the more you practice, the easier i+
becomes. When we first introduce the distinctions of moods to participants
inour courses, some are a bit perplexed and the conversation may seem a bit
awkward to them, but as the weeks go by, they become much more aware of

Mediitative practices and mindfuiness can be very useful in helping us to devel-

Learning to Learn and the Navigation of Moods

r work, although we have not included meditative practices, Wefdotf;)-
u X . . - . r e
on cultivating an awareness of our moods in a given situation fo Jhe

l'J%Se of discovering what mental habits, or predispositions, we may nee

; ion on action we
_bandon, modify or cultivate, and for coming to a resolution
at ‘

' nt to take to accomplish what we want to acco.mpl%sh in the future,
o V\{a | inc a new skill. We have found that asking people to rsaﬂect
:_C|Ud'f"‘9 :Zrdns Sither when they are immersed in an activity or immed}ateiy
ﬁ:?j;rrg;, begrins to focus them on observing how they observe what is go-

g on around them. Among other things, they become aware of the follow-
.in

- their bodily sensations, such as increased heart rate, stomac.h tig_h‘mess;,|
”9- creased blood flow to their hands; their assessments of t:e Slt:-la:OE anld
L i : think shou

' hich they base them; what they

underlying standards upon w ! oue

hreshould not be happening; and what they see as possible or not possible

With our guidance at first, they ask themselves questions that help them to

dentify and explore their mood and their past experiences that may have

molded it, they are then encouraged to evaluate whether their automatic in-
o ,

o c
erpretations are appropriate for the situation at hand c;r V\;hethe{hthey btl_tc:::i
i i Id like to achieve. If the latter, then partici-
heir learning and what they wou - . :
pants can explore what action they can begin to take to modify these an

i ir continued
" to cultivate alternative moods that are more conducive to their co

- earning.

be around people who are excited and ambitious about what thiy arehdoe;

Vi
ing!” But if these things are not enough, and usually they are not | :VZO aWe
a deeply embedded predisposition regarding what we can or cannot do,

can learn to shift our mood(s).
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this mood and not allow it to block your learning:

Reflect on your learning objective. Reflect on the future that you are
committed to bringing about. In other words, why do you care to
develop this skill in the first place? For the sake of what is this skil
important to me? If you don't abandon your learning process, what
would you be able to do that you can't do now?

For example, if | want to develop my delegation skills, why would this be of
benefit to me? Perhaps | want to be able to take on more responsibility at
work so that | can be promoted. Or perhaps | am working 24/7 and would

like to be able to do other things. If this is important to me, then does it make -

sense to keep the status quo and give up on learning to delegate effectively?
Or, if | have a top-down style of leadership, why is it important for me to learn
to work in a more inclusive style of leadership? Do | need my team to be
stronger and more independent of me so that | don’t have to be involved in
every detail and perhaps can begin to focus on other things that | care about?
Or do we need to produce bigger results than we are producing, or that | can
produce by myself even if | work non-stop?

you to continue learning, despite the challenges that you face. Unproductive

moods are part of the process, obstacles that you wil! likely encounter along -

the way, but not allowing yourself to be trapped by them is crucial to reaching
the learning objectives that are important for you.

2. Identify and explore the unproductive mood. Is the mood similar to
one of the ones identified earlier in this book? Reflect on past experi-
ences that may trigger the mood that is not conducive to you achiev-
ing your learning objectives. What are the assessments that you have
about yourself in this learning situation? What are the standards giving

i you become aware that you have fallen into an unproductive mood, the fol-
lowing process of reflection and action can enable you to take action to shift -

Articulating why developing this skill is important and of benefit to you and/
or others can enable the emergence of a mood of ambition that will motivate

Learning to L.earn and the Navigation of Moods

fise to those assessments? Are these relevant to the situation that you
find yourself in? Do they help you reach your objectives or do they
hinder you?

For example, if you discover that you are in moods of resignation and impa-
Hence about learning to build a strong team in order to focus on things tbat
ou are not able to focus on today, you may find that you have the following

My team is incompetent.

My team can never learn to become competent. |

No matter what | ask of them, my team is always going to do a poor
job and I am going to have to do the work myself.

There is no point to delegate anything to members of my tea.m be-
cause whatever | delegate will simply come back to me, and  will have
to do it. -

It's best if | do things by myself instead of wasting time making re-

quests of my team.

. Are these assessments well grounded?? What are the standards that you are
 using for assessing the team’s competence? Do you 'expec‘f everyone fo be
' ready to fully contribute on day one? lIsthere a learning curve or should iou
_ expect people that report to you to be just as competent_as yo.u? Should they
" know their roles and your expectations without you talking with them about
it? Are they new to the company? To the industry? To your team? /—T\re there
~ some things that they can be trusted to do? And are there some thmgs th.at
are important for them to learn so that they can perforrTw more effectively 1,n
the future? Is there really nothing that can be done to increase your team's
~ competence? As you explore these questions, you may find that your éssess—
ments are not helpful to reaching your objective, and that there are, in fact,
actions that you can take now to begin to build a strong team.

20 For more on assessments, including what it takes to ground them effectively, see section 5 ot
this book.
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3. Jjo'entify moods that would be more conducive to reaching your learn-
ing objectives. What are the assessments that are connected to these

moods?

For example, if you are in a mood of resignation, a mood of ambition and
resolution may make it possible for you to continue to work towards reaching

your objectives. If you are in a mood of insecurity, developing confidence’

cou!d be important. If you are in a mood of distrust, what could you do to
cultivate trust?

4. Speculate what action you could take to shift the unproductive moods
to moods that will be more conducive to your learning objectives

In the example in number 2 above, if you identified that you have fallen into
moods of resignation and impatience, what can you do to begin to cultivate
a mood of ambition and resolution instead? I see opportunities here. My full
cgmmif:ment to this is valuable. | am committed to take action. These are the
kinds of assessments behind moods of ambition and resolution. What are the
opportunities here for you? If your team becomes more competent, what will
they be able to do that they can't do now? What would you be abie to do if
you were able to delegate more responsibility to them? What can you do to
begin to shift out of a mood of impatience? | accept that learning is a process

and it requires time and perseverance. | can take action to create the future |

want to create. These are assessments that could help you cultivate a mood
of serenity and patience about the process, moods that will help you stick
to your learning process rather than abandon it at the first hurdle. What can
you trust your team to do? What is missing? What can you do to help them
develop further so that they can incrementally take on more responsibility?
By reflecting on these moods, and exploring possible actions to take tha;t
will enable you to successfully grow your team, you will likely become more
resolved to not give up on your learning objective, and to take action to help
you achieve it instead. As a result, you can resolve to take different types of
action, such as: request someone to help you train your team: declare the
practice of meeting with your team members on 3 regular basi; so that you

Learning to Learn and the Navigation of Moods

can orient them more to your business and to the challenges the company or
our team has to meet; and/or continue to practice delegation, but commit
10 giving people feedback right away so that they can take corrective action
“ind/or learn to do it better next time.

5. Take action. Learning a new skill requires that you take action. You
are very unlikely to learn to do something new without actually try-
ing to do it and engaging in continued practice over a prolonged
period of time. Since the early 1990s, advances in neuroscience
have demonstrated the plasticity of the brain, the notion that the
brain is “neither immutable nor static, but continuously remodeled
by the lives we live.”?" In other words, the human brain is not fixed
after childhood: it is malleable, flexible and it can continuously
learn to adapt to new situations throughout our lives. By engaging
in a practice of reflection and action, you are not only evaluating
how you are doing and making adjustments to your behavior ac-
cordingly, you are also making new connections in your brain and,
to borrow the word of Dr. Richard Davidson, “remodeling” it.? And,
like any remodel, it requires action and some time. Further, learn-
ing a new skill often requires unleaming deeply embedded inter-
pretations that show up as automatic emotional dispositions and
habits that may make you want to quit. Giving yourself the gift of
patience and the gift of time is essential.

By committing ourselves to a learning objective, we embark on a roller coast-
 er ride of moods, some of which are conducive 1o reaching our learning ob-
~ jectives and some of which may derail us if we don't pay attention. This is an
inevitable part of the learning process, but fortunately, it is something that we
can learn to successfully manage by taking steps such as the ones | have

71 Richard J. Davidson and Sharon Begley, The Emotional Life of Your Brain: How its Unique

Patterns Affect the Way You Think, Feel and Live — and How You Can Change Them, (New York:

Plume Publishers, 2012}, 172. For another fascinating hook on brain plasticity, see Norman

Doidge, The Brain that Changes ltself: Stories of Personal Triumph from the Frontiers of Brain

Science (Pernguin Books, 2607). :
22 Davidson and Begley, The Emotional Life of Your Brain, 172.
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block us from advancing towards our fearning objectives.?

23 To this end, | believe that efforts to bring to the classroom new practices inspired by Professor
Carol Dweck’s book, Mindset: The New Psychology of Success, such as Mary Cay Ricci's Mindsets
in the Classroom:; Building a Culture of Success and Student Achievement in Schools (Prufrock
Press, 2013}, are helpful and an important start in educating chiidren about the fundamental role
moods play in the learning process. While Professor Dweck focuses on “mindset,” | prefer to focus
on “moods,” although there is clearly an overtap. Nevertheless, | think it is important to differenti-
ate between the two as | am confident that we can go further in helping children (and adults) de-
velop the ability to successfuily navigate the shifting moods they experience and accomplish what
they want to accomplish in the classroom and beyond for the rest of their lives.

By reminding us about the plasticity of the brain and the connections that get made when struggle
and eventual learning take place, Professor Dweck argues that we can cultivate a growth mindset,
which will in turn lead us to become more perseverant, resilient, less fearful of making mistakes,
and more capable of committing to the effort required to achieve what we want to achiave. While
I agree that taking action to cultivate moaods that are conducive to learning, like self-confidence
and perseverance, is very important to accomplishing our learning objectives, it is also important
to acknowledge that all of us - even those who are committed to being open to learming and to
cultivating a growth mindset ~ will fall into negative unproductive moods from time to time, and if
we don't pause to explore them and resolve to shift them, these can end up limiting our learning.

Moods are not fixed things that happen in an individual’s mind. We fall into them as a result of
the way we engage with and interpret the world around us. Hence, aspiring to a growth mindset
can be helpful, but the end objective is not whether you judge yourself to have a fixed mindset or
a growth mindset, but whether you can learn to cultivate moods that will enable you to be mare
open to learning and to accomplish what you want to accomplish, which, | am sure, is Professor
Dweck’s objective too. As | state earlier in this book, human beings are always in a mood, multiple
ones at once, which color what we see as possible or not. The mood we may find ourself in is trig-
gered by predispositions that we have that are based on our past life experiences and the values
or standards that we have come to adopt, consciously or unconsciously, No matter what, we will
find curselves experiencing a roller coaster of moads on a regular basis, and learning to identify,
explore, and shift these when they block our learning is an important part of the learning process,
and it is something that we can, with practice, certainly learn to do.

outlined here whenever we find ourselves in unproductive moods that may

. f we succeed in overcoming the obstacles that deter us fron“.u allowmgboui:
selves to learn something new, then we can be on our way. Simply embark-

‘ing on the process of learming, however, does not guarantee success. There
will be breakthroughs and breakdowns along the way, and although these are

important for our learning, we need to be aware that often accompanying

"the inevitable breakdowns there will be negative..- moods that may precJI?de
~our learning, unless we learn to identify and navigate them. In this section,
| discuss the various stages of the typical learning Process, and the-corr;mon
" moods that tend to arise at each stage. By familiarizing our'selves with t Zse,
~ we will be better equipped to be on the lookout for negative moods an dto
. take action when we find that we have fallen into moods that are not condu-

- cive to our learning.

i’: DREYFUS SKILL ACQUISITION MODEL

In a very useful paper for reflecting on what happens when we embark ona
learning process, Hubert and Stuart Dreyfus present a model for the acquisi-

~ tion of skills.? They propose six stages of learning: beginner, advanced be-

ginner, competent, proficient, expert, and master. They argue that depending

~on the stage of learning that we find ourselves in, we can expect to

24 Stuart E. Dreyfus and Hubert L. Dreyfus, A Five-Stage Maodel of the Mental Aﬁgg;es Involved
in Direct Sk::!! Acquisition. (U of California, Berkeley Operations Research Center, .




