
[image: Cover image for Title ]


[image: brand]


ROY F. BAUMEISTER
AND
JOHN TIERNEY

Willpower

Rediscovering our Greatest Strength

[image: image]
ALLEN LANE
an imprint of
PENGUIN BOOKS


Contents

Introduction

1. IS WILLPOWER MORE THAN A METAPHOR?

2. WHERE DOES THE POWER IN WILLPOWER COME FROM?

3. A BRIEF HISTORY OF THE TO-DO LIST, FROM GOD TO DREW CAREY

4. DECISION FATIGUE

5. WHERE HAVE ALL THE DOLLARS GONE? THE QUANTIFIED SELF KNOWS

6. CAN WILLPOWER BE STRENGTHENED? (PREFERABLY WITHOUT FEELING DAVID BLAINE’S PAIN)

7. OUTSMARTING YOURSELF IN THE HEART OF DARKNESS

8. DID A HIGHER POWER HELP ERIC CLAPTON AND MARY KARR STOP DRINKING?

9. RAISING STRONG CHILDREN: SELF-ESTEEM VERSUS SELF-CONTROL

10. THE PERFECT STORM OF DIETING

CONCLUSION: THE FUTURE OF WILLPOWER—MORE GAIN, LESS STRAIN (AS LONG AS YOU DON’T PROCRASTINATE)

Acknowledgments

Notes


SELECTED TITLES ALSO BY ROY F. BAUMEISTER

Handbook of Self-Regulation: Research, Theory, and Applications, 2nd ed.

(edited with K. D. Vohs)

Is There Anything Good About Men?: How Cultures Flourish by Exploiting Men

The Cultural Animal: Human Nature, Meaning, and Social Life

Evil: Inside Human Violence and Cruelty

Losing Control: How and Why People Fail at Self-Regulation

(with T. F. Heatherton and D. M. Tice)

Escaping the Self: Alcoholism, Spirituality, Masochism, and Other Flights from the Burden of Selfhood

Meanings of Life

Masochism and the Self

Identity: Cultural Change and the Struggle for Self

ALSO BY JOHN TIERNEY

The Best Case Scenario Handbook: A Parody

(with Christopher Buckley)

God is My Broker: A Monk-Tycoon Reveals the 7½ Laws of Spiritual and Financial Growth

(with Christopher Buckley)


To our children,
Athena and Luke



Introduction

However you define success—a happy family, good friends, a satisfying career, robust health, financial security, the freedom to pursue your passions—it tends to be accompanied by a couple of qualities. When psychologists isolate the personal qualities that predict “positive outcomes” in life, they consistently find two traits: intelligence and self-control. So far researchers still haven’t learned how to permanently increase intelligence. But they have discovered, or at least rediscovered, how to improve self-control.

Hence this book. We think that research into willpower and self-control is psychology’s best hope for contributing to human welfare. Willpower lets us change ourselves and our society in small and large ways. As Charles Darwin wrote in The Descent of Man, “The highest possible stage in moral culture is when we recognize that we ought to control our thoughts.” The Victorian notion of willpower would later fall out of favor, with some twentieth-century psychologists and philosophers doubting it even existed. Baumeister himself started out as something of a skeptic. But then he observed willpower in the laboratory: how it gives people the strength to persevere, how they lose self-control as their willpower is depleted, how this mental energy is fueled by the glucose in the body’s bloodstream. He and his collaborators discovered that willpower, like a muscle, becomes fatigued from overuse but can also be strengthened over the long term through exercise. Since Baumeister’s experiments first demonstrated the existence of willpower, it has become one of the most intensively studied topics in social science (and those experiments now rank among the most-cited research in psychology). He and colleagues around the world have found that improving willpower is the surest way to a better life.

They’ve come to realize that most major problems, personal and social, center on failure of self-control: compulsive spending and borrowing, impulsive violence, underachievement in school, procrastination at work, alcohol and drug abuse, unhealthy diet, lack of exercise, chronic anxiety, explosive anger. Poor self-control correlates with just about every kind of individual trauma: losing friends, being fired, getting divorced, winding up in prison. It can cost you the U.S. Open, as Serena Williams’s tantrum in 2009 demonstrated; it can destroy your career, as adulterous politicians keep discovering. It contributed to the epidemic of risky loans and investments that devastated the financial system, and to the shaky prospects for so many people who failed (along with their political leaders) to set aside enough money for their old age.

Ask people to name their greatest personal strengths, and they’ll often credit themselves with honesty, kindness, humor, creativity, bravery, and other virtues—even modesty. But not self-control. It came in dead last among the virtues being studied by researchers who have surveyed more than one million people around the world. Of the two dozen “character strengths” listed in the researchers’ questionnaire, self-control was the one that people were least likely to recognize in themselves. Conversely, when people were asked about their failings, a lack of self-control was at the top of the list.

People feel overwhelmed because there are more temptations than ever. Your body may have dutifully reported to work on time, but your mind can escape at any instant through the click of a mouse or a phone. You can put off any job by checking e-mail or Facebook, surfing gossip sites, or playing a video game. A typical computer user checks out more than three dozen Web sites a day. You can do enough damage in a ten-minute online shopping spree to wreck your budget for the rest of the year. Temptations never cease. We often think of willpower as an extraordinary force to be summoned to deal with emergencies, but that’s not what Baumeister and his colleagues found when they recently monitored a group of more than two hundred men and women in central Germany. These Germans wore beepers that went off at random intervals seven times a day, prompting them to report whether they were currently experiencing some sort of desire or had recently felt such a desire. The painstaking study, led by Wilhelm Hofmann, collected more than ten thousand momentary reports from morning until midnight.

Desire turned out to be the norm, not the exception. About half the time, people were feeling some desire at the moment their beepers went off, and another quarter said a desire had just been felt in the past few minutes. Many of these desires were ones they were trying to resist. The researchers concluded that people spend at least a fifth of their waking hours resisting desires—between three and four hours per day. Put another way, if you tapped five people at any random moment of the day, one of them would be using willpower to resist a desire. And that doesn’t even include all the instances in which willpower is exercised, because people use it for other things, too, such as making decisions.

The most commonly resisted desire in the beeper study was the urge to eat, followed by the urge to sleep, and then by the urge for leisure, like taking a break from work by doing a puzzle or game instead of writing a memo. Sexual urges were next on the list of most-resisted desires, a little ahead of urges for other kinds of interactions, like checking e-mail and social-networking sites, surfing the Web, listening to music, or watching television. To ward off temptation, people reported using various strategies. The most popular was to look for a distraction or to undertake a new activity, although sometimes they tried suppressing it directly or simply toughing their way through it. Overall, they succumbed to about a sixth of the temptations. They were relatively good at avoiding naps, sex, and the urge to spend money, but only mediocre at passing up food and soft drinks. When they tried resisting the lure of television the Web, and other media sirens, they failed nearly half the time. Their track record sounds discouraging, and the rate of failure may well be pretty bad by historical standards. We have no way of knowing how much our ancestors exercised self-control in the days before beepers and experimental psychologists, but it seems likely that they were under less strain. During the Middle Ages, most people were peasants who put in long, dull days in the fields, frequently accompanied by prodigious amounts of ale. They weren’t angling for promotions at work or trying to climb the social ladder, so there wasn’t a premium on diligence (or a great need for sobriety). Their villages didn’t offer many obvious temptations beyond alcohol, sex, or plain old sloth. Virtue was generally enforced by a desire to avoid public disgrace rather than by any zeal to achieve human perfection. In the medieval Catholic Church, salvation depended more on being part of the group and keeping up with the standard rituals than on heroic acts of willpower.

But as farmers moved into industrial cities during the nineteenth century, they were no longer constrained by village churches and social pressures and universal beliefs. The Protestant Reformation had made religion more individualistic, and the Enlightenment had weakened faith in any kind of dogma. Victorians saw themselves as living in a time of transition as the moral certainties and rigid institutions of medieval Europe died away. A popular topic of debate was whether morality could survive without religion. Many Victorians came to doubt religious principles on theoretical grounds, but they kept pretending to be faithful believers because they considered it their public duty to preserve morality. Today it’s easy to mock their hypocrisy and prudery, like the little skirts they put on table legs—no bare ankles! Mustn’t excite anyone! If you read their earnest sermons on God and duty, or their battier theories on sex, you can understand why people of that era turned for relief to Oscar Wilde’s philosophy: “I can resist everything except temptation.” But considering all the new temptations available, it was hardly neurotic to be searching for new sources of strength. As Victorians fretted over moral decay and the social pathologies concentrated in cities, they looked for something more tangible than divine grace, some internal strength that could protect even an atheist.

They began using the term willpower because of the folk notion that some kind of force was involved—some inner equivalent to the steam powering the Industrial Revolution. People sought to increase their store of it by following the exhortations of the Englishman Samuel Smiles in Self-Help, one of the most popular books of the nineteenth century on both sides of the Atlantic. “Genius is patience,” he reminded readers, explaining the success of everyone from Isaac Newton to Stonewall Jackson as the result of “self-denial” and “untiring perseverance.” Another Victorian-era guru, the American minister Frank Channing Haddock, published an international bestseller titled simply The Power of Will. He tried to sound scientific by calling it “an energy which is susceptible of increase in quantity and of development in quality,” but he had no idea—much less any evidence—of what it might be. A similar notion occurred to someone with better credentials, Sigmund Freud, who theorized that the self depended on mental activities involving the transfer of energy.

But Freud’s energy model of the self was generally ignored by subsequent researchers. It wasn’t until recently, in Baumeister’s laboratory, that scientists began systematically looking for this source of energy. Until then, for most of the past century, psychologists and educators and the rest of the chattering classes kept finding one reason or another to believe it didn’t exist.


The Decline of the Will

Whether you survey the annals of academe or the self-help books at the airport, it’s clear that the nineteenth-century concept of “character building” has been out of fashion for quite a while. The fascination with willpower ebbed in the twentieth century partly in reaction to the Victorians’ excesses, and partly due to economic changes and the world wars. The prolonged bloodshed of World War I seemed a consequence of too many stubborn gentlemen following their “duty” to senseless deaths. Intellectuals preached a more relaxed view of life in America and much of Western Europe—but not, unfortunately, in Germany, where they developed a “psychology of will” to guide their country during its bleak recovery from the war. That theme would be embraced by the Nazis, whose rally in 1934 was featured in Leni Riefenstahl’s infamous propaganda film, The Triumph of the Will. The Nazi concept of mass obedience to a sociopath was hardly the Victorian concept of personal moral strength, but the distinction was lost. If the Nazis represented the triumph of the will … well, when it comes to bad PR, there’s nothing quite like a personal endorsement from Adolf Hitler.

The decline of will didn’t seem like such a bad thing, and after the war there were other forces weakening it. As technology made goods cheaper and suburbanites richer, stimulating consumer demand became vital to the economy, and a sophisticated new advertising industry urged everyone to buy now. Sociologists identified a new generation of “other-directed” people who were guided by their neighbors’ opinions rather than by strong inner moral convictions. The stern self-help books of the Victorian era came to be seen as naïvely self-centered. The new bestsellers were cheery works like Dale Carnegie’s How to Win Friends and Influence People and Norman Vincent Peale’s The Power of Positive Thinking. Carnegie spent eight pages instructing readers how to smile. The right smile would make people feel good about you, he explained, and if they believed in you, success was assured. Peale and other authors came up with an even easier method.

“The basic factor in psychology is the realizable wish,” Peale wrote. “The man who assumes success tends already to have success.” Napoleon Hill sold millions of copies of Think and Grow Rich by telling readers to decide how much money they wanted, write the figure down on a piece of paper, and then “believe yourself already in possession of the money.” These gurus’ books would go on selling for the rest of the century, and the feel-good philosophy would be distilled to a rhyming slogan: “Believe it, achieve it.”

The shift in people’s characters was noticed by a psychoanalyst named Allen Wheelis, who in the late 1950s revealed what he considered a dirty little secret of his profession: Freudian therapies no longer worked the way they were supposed to. In his landmark book, The Quest for Identity, Wheelis described a change in character structure since Freud’s day. The Victorian middle-class citizens who formed the bulk of Freud’s patients had intensely strong wills, making it difficult for therapists to break through their ironclad defenses and their sense of what was right and wrong. Freud’s therapies had concentrated on ways to break through and let them see why they were neurotic and miserable, because once those people achieved insight, they could change rather easily. By midcentury, though, people’s character armor was different. Wheelis and his colleagues found that people achieved insight more quickly than in Freud’s day, but then the therapy often stalled and failed. Lacking the sturdy character of the Victorians, people didn’t have the strength to follow up on the insight and change their lives. Wheelis used Freudian terms in discussing the decline of the superego in Western society, but he was essentially talking about a weakening of willpower—and all this was before the baby boomers came of age in the 1960s with a countercultural mantra of “If it feels good, do it.”

Popular culture kept celebrating self-indulgence for the “Me Generation” of the 1970s, and there were new arguments against willpower from social scientists, whose numbers and influence soared during the late twentieth century. Most social scientists look for causes of misbehavior outside the individual: poverty, relative deprivation, oppression, or other failures of the environment or the economic and political systems. Searching for external factors is often more comfortable for everyone, particularly for the many academics who worry that they risk the politically incorrect sin of “blaming the victim” by suggesting that people’s problems might arise from causes inside themselves. Social problems can also seem easier than character defects to fix, at least to the social scientists proposing new policies and programs to deal with them.

The very notion that people can consciously control themselves has traditionally been viewed suspiciously by psychologists. Freudians claimed that much of adult human behavior was the result of unconscious forces and processes. B. F. Skinner had little respect for the value of consciousness and other mental processes, except as needed to process reinforcement contingencies. In Beyond Freedom and Dignity, he argued that to understand human nature we must get beyond the outmoded values in the book’s title. While many of Skinner’s specific theories were discarded, aspects of his approach have found new life among psychologists convinced that the conscious mind is subservient to the unconscious. The will came to seem so unimportant that it wasn’t even measured or mentioned in modern personality theories. Some neuroscientists claim to have disproved its existence. Many philosophers refuse to use the term. If they want to debate this classical philosophical question of freedom of the will, they prefer to speak of freedom of action, not of will, because they doubt there is any such thing as will. Some refer disdainfully to “the so-called will.” Recently, some scholars have even begun to argue that the legal system must be revamped to eliminate outdated notions of free will and responsibility.

Baumeister shared the general skepticism toward willpower when he started his career as a social psychologist in the 1970s at Princeton. His colleagues were then focusing not on self-control but on self-esteem, and Baumeister became an early leader of this research, which showed that people with more confidence in their ability and their self-worth tended to be happier and more successful. So why not help everyone else succeed by finding ways to boost their confidence? It seemed a reasonable enough goal to psychologists as well as the masses, who bought pop versions of self-esteem and “empowerment” in bestsellers like I’m OK—You’re OK and Awaken the Giant Within. But the eventual results were disappointing, both inside and outside the laboratory. While international surveys showed that U.S. eighth-grade math students had exceptionally high confidence in their own abilities, on tests they scored far below Koreans, Japanese, and other students with less self-esteem.

Meanwhile, in the 1980s, a few researchers started getting interested in self-regulation, the term that psychologists use for self-control. The resurrection of self-control wasn’t led by theorists, who were still convinced that willpower was a quaint Victorian myth. But when other psychologists went into the laboratory or the field, they kept happening on something that looked an awful lot like it.



The Comeback of the Will

In psychology, brilliant theories are cheap. People like to think of the field advancing thanks to some thinker’s startling new insight, but that’s not how it usually works. Coming up with ideas isn’t the hard part. Everyone has a pet theory for why we do what we do, which is why psychologists get sick of hearing their discoveries dismissed with “Oh, my grandmother knew that.” Progress generally comes not from theories but from someone finding a clever way to test a theory, as Walter Mischel did. He and his colleagues weren’t theorizing about self-regulation—in fact, they didn’t even discuss their results in terms of self-control or willpower until many years later.

They were studying how a child learns to resist immediate gratification, and they found a creative new way to observe the process in four-year-old children. They would bring the children one at a time into a room, show them a marshmallow, and offer them a deal before leaving them alone in the room. The children could eat the marshmallow whenever they wanted to, but if they held off until the experimenter returned, they would get a second marshmallow to eat along with it. Some children gobbled the marshmallow right away; others tried resisting but couldn’t hold out; some managed to wait out the whole fifteen minutes for the bigger reward. The ones who succeeded tended to do so by distracting themselves, which seemed an interesting enough finding at the time of the experiments, in the 1960s.

Much later, though, Mischel discovered something else thanks to a stroke of good fortune. His own daughters happened to attend the same school, on the Stanford University campus, where the marshmallow experiments took place. Long after he finished the experiments and moved on to other topics, Mischel kept hearing from his daughters about their classmates. He noticed that the children who had failed to wait for the extra marshmallow seemed to get in more trouble than the others, both in and out of school. To see if there was a pattern, Mischel and his colleagues tracked down hundreds of veterans of the experiments. They found that the ones who had shown the most willpower at age four went on to get better grades and test scores. The children who had managed to hold out the entire fifteen minutes went on to score 210 points higher on the SAT than the ones who had caved after the first half minute. The children with willpower grew up to become more popular with their peers and their teachers. They earned higher salaries. They had a lower body-mass index, suggesting that they were less prone to gain weight as middle age encroached. They were less likely to report having had problems with drug abuse.

These were stunning results, because it’s quite rare for anything measured in early childhood to predict anything in adulthood at a statistically significant level. Indeed, this disconnect was one of the death blows against the Freudian psychoanalytic approach to psychology, which emphasized early childhood experiences as the foundation of adult personality. Surveying this literature in the 1990s, Martin Seligman concluded that there was hardly any convincing proof that episodes in early childhood have a causal impact on the adult personality, with the possible exceptions of severe trauma or malnutrition. The very few significant correlations he noted between childhood and adult measures could be explained as mostly reflecting genetic (inborn) tendencies, such as having a generally sunny or grumpy disposition. The willpower to resist a marshmallow may well have had a genetic component, too, but it also seemed amenable to nurture, producing that rare childhood advantage that could pay dividends throughout life. These dividends looked even more remarkable once the overall benefits of self-control were assessed, which Baumeister did in Losing Control, a scholarly book he wrote in 1994 with his wife, Dianne Tice, a fellow professor at Case Western Reserve University, and Todd Heatherton, a professor at Harvard.

“Self-regulation failure is the major social pathology of our time,” they concluded, pointing to the accumulating evidence of its contribution to high divorce rates, domestic violence, crime, and a host of other problems. The book stimulated more experiments and studies, including the development of a scale for measuring self-control on personality tests. When researchers compared students’ grades with nearly three dozen personality traits, self-control turned out to be the only trait that predicted a college student’s grade-point average better than chance. Self-control also proved to be a better predictor of college grades than the student’s IQ or SAT score. Although raw intelligence was obviously an advantage, the study showed that self-control was more important because it helped the students show up more reliably for classes, start their homework earlier, and spend more time working and less time watching television.

In workplaces, managers scoring high in self-control were rated more favorably by their subordinates as well as by their peers. People with good self-control seemed exceptionally good at forming and maintaining secure, satisfying attachments to other people. They were shown to be better at empathizing with others and considering things from other people’s perspectives. They were more stable emotionally and less prone to anxiety, depression, paranoia, psychoticism, obsessive-compulsive behavior, eating disorders, drinking problems, and other maladies. They got angry less often, and when they did get angry, they were less likely to get aggressive, either verbally or physically. Meanwhile, people with poor self-control were likelier to hit their partners and to commit a variety of other crimes—again and again, as demonstrated by June Tangney, who worked with Baumeister to develop the self-control scale on personality tests. When she tested prisoners and then tracked them for years after their release, she found that the ones with low self-control were most likely to commit more crimes and return to prison.

The strongest evidence yet was published in 2010. In a painstaking long-term study, much larger and more thorough than anything done previously, an international team of researchers tracked one thousand children in New Zealand from birth until the age of thirty-two. Each child’s self-control was rated in a variety of ways (through observations by researchers as well as in reports of problems from parents, teachers, and the children themselves). This produced an especially reliable measure of children’s self-control, and the researchers were able to check it against an extraordinarily wide array of outcomes through adolescence and into adulthood. The children with high self-control grew up into adults who had better physical health, including lower rates of obesity, fewer sexually transmitted diseases, and even healthier teeth. (Apparently, good self-control includes brushing and flossing.) Self-control was irrelevant to adult depression, but its lack made people more prone to alcohol and drug problems. The children with poor self-control tended to wind up poorer financially. They worked in relatively low-paying jobs, had little money in the bank, and were less likely to own a home or have money set aside for retirement. They also grew up to have more children being raised in single-parent households, presumably because they had a harder time adapting to the discipline required for a long-term relationship. The children with good self-control were much more likely to wind up in a stable marriage and raise children in a two-parent home. Last, but certainly not least, the children with poor self-control were more likely to end up in prison. Among those with the lowest levels of self-control, more than 40 percent had a criminal conviction by the age of thirty-two, compared with just 12 percent of the people who had been toward the high end of the self-control distribution in their youth.

Not surprisingly, some of these differences were correlated with intelligence and social class and race—but all these results remained significant even when those factors were taken into account. In a follow-up study, the same researchers looked at brothers and sisters from the same families so that they could compare children who grew up in similar homes. Again, over and over, the sibling with the lower self-control during childhood fared worse during adulthood. They ended up sicker, poorer, and were more likely to spend time in prison. The results couldn’t be clearer: Self-control is a vital strength and key to success in life.



Evolution and Etiquette

As psychologists were identifying the benefits of self-control, anthropologists and neuroscientists were trying to understand how it evolved. The human brain is distinguished by large and elaborate frontal lobes, giving us what was long assumed to be the crucial evolutionary advantage: the intelligence to solve problems in the environment. After all, a brainier animal could presumably survive and reproduce better than a dumb one. But big brains also require lots of energy. The adult human brain makes up 2 percent of the body but consumes more than 20 percent of its energy. Extra gray matter is useful only if it enables an animal to get enough extra calories to power it, and scientists didn’t understand how the brain was paying for itself. What, exactly, made ever-larger brains with their powerful frontal lobes spread through the gene pool?

One early explanation for the large brain involved bananas and other calorie-rich fruits. Animals that graze on grass don’t need to do a lot of thinking about where to find their next meal. But a tree that had perfectly ripe bananas a week ago may be picked clean today or may have only unappealing, squishy brown fruits left. A banana eater needs a bigger brain to remember where the ripe stuff is, and the brain could be powered by all the calories in the bananas, so the “fruit-seeking brain theory” made lots of sense—but only in theory. The anthropologist Robin Dunbar found no support for it when he surveyed the brains and diets of different animals. Brain size did not correlate with the type of food. Dunbar eventually concluded that the large brain did not evolve to deal with the physical environment, but rather with something even more crucial to survival: social life. Animals with bigger brains had larger and more complex social networks. That suggested a new way to understand Homo sapiens. Humans are the primates who have the largest frontal lobes because we have the largest social groups, and that’s apparently why we have the most need for self-control. We tend to think of willpower as a force for personal betterment—adhering to a diet, getting work done on time, going out to jog, quitting smoking—but that’s probably not the primary reason it evolved so fully in our ancestors. Primates are social beings who have to control themselves in order to get along with the rest of the group. They depend on one another for the food they need to survive. When the food is shared, often it’s the biggest and strongest male who gets first choice in what to eat, with the others waiting their turn according to status. For animals to survive in such a group without getting beaten up, they must restrain their urge to eat immediately. Chimpanzees and monkeys couldn’t get through meals peacefully if they had squirrel-sized brains. They might expend more calories in fighting than they’d consume at the meal.

Although other primates have the mental power to exhibit some rudimentary etiquette at dinner, their self-control is still quite puny by human standards. Experts surmise that the smartest nonhuman primates can mentally project perhaps twenty minutes into the future—long enough to let the alpha male eat, but not long enough for much planning beyond dinner. (Some animals, like squirrels, instinctively bury food and retrieve it later, but these are programmed behaviors, not conscious savings plans.) In one experiment, when monkeys were fed only once a day, at noon, they never learned to save food for the future. Even though they could take as much as they wanted during the noon feeding, they would simply eat their fill, either ignoring the rest or wasting it by getting into food fights with one another. They’d wake up famished every morning because it never occurred to them to stash some of their lunch away for an evening snack or breakfast.

Humans know better thanks to the large brain that developed in our Homo ancestors two million years ago. Much of self-control operates unconsciously. At a business lunch, you don’t have to consciously restrain yourself from eating meat off your boss’s plate. Your unconscious brain continuously helps you avoid social disaster, and it operates in so many subtly powerful ways that some psychologists have come to view it as the real boss. This infatuation with unconscious processes stems from a fundamental mistake made by researchers who keep slicing behavior into thinner and briefer units, identifying reactions that occur too quickly for the conscious mind to be directing. If you look at the cause of some movement in a time frame measured in milliseconds, the immediate cause will be the firing of some nerve cells that connect the brain to the muscles. There is no consciousness in that process. Nobody is aware of nerve cells firing. But the will is to be found in connecting units across time. Will involves treating the current situation as part of a general pattern. Smoking one cigarette will not jeopardize your health. Taking heroin once will not make you addicted. One piece of cake won’t make you fat, and skipping one assignment won’t ruin your career. But in order to stay healthy and employed, you must treat (almost) every episode as a reflection of the general need to resist these temptations. That’s where conscious self-control comes in, and that’s why it makes the difference between success and failure in just about every aspect of life.



Why Will Yourself to Read This?

The first step in self-control is to set a goal, so we should tell you ours for this book. We hope to combine the best of modern social science with some of the practical wisdom of the Victorians. We want to tell how willpower—or the lack thereof—has affected the lives of the great and the not-so-great. We’ll explain why corporate leaders pay $20,000 a day to learn the secrets of the to-do list from a former karate instructor, and why Silicon Valley’s entrepreneurs are creating digital tools to promote nineteenth-century values. We’ll see how a British nanny tamed a team of howling triplets in Missouri, and how performers like Amanda Palmer, Drew Carey, Eric Clapton, and Oprah Winfrey applied willpower in their own lives. We’ll look at how David Blaine fasted for forty-four days and how the explorer Henry Morton Stanley survived for years in the African wilderness. We want to tell the story of scientists’ rediscovery of self-control and its implications outside the laboratory.

Once psychologists began observing the benefits of self-control, they were faced with a new mystery: What exactly is willpower? What did it take for the self to resist a marshmallow? When Baumeister took up these questions, his understanding of the self was still pretty much in line with the then-conventional view, called the information-processing model. He and his colleagues talked about the mind as if it were a little computer. These information models of the human mind generally ignored concepts like power or energy, which were so out of fashion that researchers weren’t even opposed to them anymore. Baumeister didn’t expect to suddenly change his own view of the self, let alone anyone else’s. But once he and his colleagues began experimenting, the old ideas didn’t seem so dated.

The result, after dozens of experiments in Baumeister’s lab and hundreds elsewhere, is a new understanding of willpower and of the self. We want to tell you what’s been learned about human behavior, and how you can use it to change yourself for the better. Acquiring self-control isn’t as magically simple as the techniques in modern self-help books, but neither does it have to be as grim as the Victorians made it out to be. Ultimately, self-control lets you relax because it removes stress and enables you to conserve willpower for the important challenges. We’re confident that this book’s lessons can make your life not just more productive and fulfilling but also easier and happier. And we can guarantee that you will not have to endure any sermons against bare ankles.





1.
Is Willpower More than a Metaphor?



Sometimes we are devils to ourselves

When we will tempt the frailty of our powers,

Presuming on their changeful potency.

—Troilus, in Shakespeare’s Troilus and Cressida




If you have a casual acquaintance with Amanda Palmer’s music, if you know about her banned-in-Britain abortion song or the “Backstabber” video of her running down a hall naked holding an upraised knife while chasing the equally naked guy in lipstick who was just in bed with her, you probably don’t think of her as a paragon of self-control.

She has been described in a lot of ways—an edgier Lady Gaga, a funnier Madonna, a gender-bending provocateur, the high priestess of “Brechtian punk cabaret”—but the words Victorian and repressed generally don’t come up. Her persona is Dionysian. When she accepted a marriage proposal from Neil Gaiman, the British fantasy novelist, Palmer’s idea of a formal announcement was a morning-after confession on Twitter that she might have gotten engaged “but also might have been drunk.”

Yet an undisciplined artist could never have written so much music or sold out so many concerts around the world. Palmer couldn’t have gotten to Radio City Music Hall without practicing. It took self-control to create her uncontrolled persona, and she credits her success partly to what she calls “the ultimate Zen training ground”: posing as a living statue. She performed on the street for six years and started a company hiring out living statues for corporate gigs, like holding platters of organic produce at the opening of a Whole Foods supermarket.

Palmer took up this calling in 1998, when she was twenty-two and living in her hometown, Boston. She made videos describing herself as an “aspiring rock star,” but that occupation didn’t pay the rent, so she went into Harvard Square and introduced a form of street theater she’d seen in Germany. She called herself the Eight Foot Bride. With her face painted white, wearing a formal wedding dress and a veil, holding a bouquet in her formal white gloves, she would stand on top of a box. If someone put money in her tips basket, she would hand the person a flower, but otherwise she remained utterly motionless.

Some people would insult her or throw things at her. They tried to make her laugh. They grabbed her. Some yelled at her to get a real job and threatened to steal her money. Drunks tried to pull her down off the pedestal or to tip her over.

“It was not pretty,” Palmer recalls. “Once I had a frat boy rub his head drunkenly in my crotch as I looked skyward thinking, Good Lord, what have I done to deserve this? But in six years I broke character maybe twice. You literally don’t react. You don’t even flinch. You just let it pass through you.”

The crowds would marvel at her stamina, and people routinely assumed it must be grueling to hold the body in a rigid pose for so long. But Palmer didn’t find it a strain on her muscles. She realized there was a physical aspect to the task—she learned not to drink coffee, for instance, because it produced a slight but uncontrollable quiver in her body. But the challenge seemed to be mainly in her mind.

“Standing still isn’t really that difficult,” she says. “The discipline in being a living statue is much more in the nonreactivity department. I couldn’t move my eyes, so I couldn’t look at interesting, intriguing things that were passing me by. I couldn’t engage with people who were trying to engage me. I couldn’t laugh. I couldn’t wipe my nose if a piece of snot started to dribble down my upper lip. I couldn’t scratch my ear if I had an itch. If a mosquito landed on my cheek, I couldn’t swat at it. Those were the real challenges.”

But even though the challenge was mental, she also noticed that it eventually took a physical toll. As much as she liked the money, usually about fifty dollars an hour, she found she couldn’t do it for long. She would typically work for ninety minutes, take an hour break, get back on the box for another ninety minutes, then call it a day. Sometimes on a Saturday in peak tourist season she would supplement her street work by going to a Renaissance festival and posing as a wood nymph for a few hours, but it left her exhausted.

“I’d get home barely alive, barely able to feel my body,” she says. “I would put myself into the bathtub, and my brain would be completely blank.”

Why? She hadn’t been expending energy to move her muscles. She hadn’t been breathing harder. Her heart hadn’t been beating faster. What was so hard about doing nothing? She would have said that she’d been exercising willpower to resist temptation, but that folk concept from the nineteenth century had been mostly abandoned by modern experts. What would it even mean to say that a person was exercising willpower? How could it be shown to be anything more than a metaphor?

The answer, as it turned out, was to start with warm cookies.


The Radish Experiment

Sometimes social scientists have to be a little cruel with their experiments. When the college students walked into Baumeister’s laboratory, they were already hungry because they’d been fasting, and now they were in a room suffused with the aroma of chocolate chip cookies that had just been baked in the lab. The experimental subjects sat down at a table with several culinary choices: the warm cookies, some pieces of chocolate, and a bowl of radishes. Some students were invited to eat the cookies and candy. The unlucky ones were assigned to “the radish condition”: no treats, just raw radishes.

To maximize temptation, the researchers left the students alone with the radishes and the cookies, and observed them through a small, hidden window. The ones in the radish condition clearly struggled with the temptation. Many gazed longingly at the cookies before settling down to bite reluctantly into a radish. Some of them picked up a cookie and smelled it, savoring the pleasure of freshly baked chocolate. A couple accidentally dropped a cookie on the floor and then hastened to put it back in the bowl so no one would know of their flirtation with sin. But nobody actually bit into the forbidden food. The temptation was always resisted, if in some cases by the narrowest of margins. All this was to the good, in terms of the experiment. It showed that the cookies were really quite tempting and that people needed to summon up their willpower to resist them.

Then the students were taken to another room and given geometry puzzles to work on. The students thought they were being tested for cleverness, although in fact the puzzles were insoluble. The test was to see how long they’d work before giving up. This has been a standard technique that stress researchers and others have used for decades because it’s a reliable indicator of overall perseverance. (Other research has shown that someone who keeps trying one of these insoluble puzzles will also work longer at tasks that are actually doable.)

The students who’d been allowed to eat chocolate chip cookies and candy typically worked on the puzzles for about twenty minutes, as did a control group of students who were also hungry but hadn’t been offered food of any kind. The sorely tempted radish eaters, though, gave up in just eight minutes—a huge difference by the standards of laboratory experiments. They’d successfully resisted the temptation of the cookies and the chocolates, but the effort left them with less energy to tackle the puzzles. The old folk wisdom about willpower appeared to be correct after all, unlike the newer and fancier psychological theories of the self.

Willpower looked like much more than a metaphor. It seemed to be like a muscle that could be fatigued through use, just as Shakespeare had recognized in Troilus and Cressida. The Trojan warrior Troilus, convinced that Cressida will be tempted “most cunningly” by the charms of Greek suitors, tells her that he trusts her desire to remain faithful but is worried that she will yield under strain. It’s folly to presume that our power of resolution is constant, he explains to her, and warns of what happens when it becomes frail: “Something will be done that we will not.” Sure enough, Cressida falls for a Greek warrior.

When Troilus speaks of the “changeful potency” of willpower, he’s describing the sort of fluctuations observed in the students tempted by the cookies. After this concept was identified in the radish study and other experiments, it made immediate sense to clinical psychologists like Don Baucom, a veteran marital therapist in Chapel Hill, North Carolina. He said the Baumeister research crystallized something that he had sensed in his practice for years but never fully understood. He’d seen many marriages suffer because the two-career couples fought over seemingly trivial issues every evening. He sometimes advised them to go home from work early, which might sound like odd advice—why give them more time to fight with each other? But he suspected that the long hours at work were draining them. When they got home after a long, hard day, they had nothing left to help them overlook their partner’s annoying habits, or to be kind and considerate out of the blue, or to hold their tongue when their partner said something that made them want to respond in a mean, sarcastic manner. Baucom recognized that they needed to leave work while they still had some energy. He saw why marriages were going bad just when stress at work was at its worst: People were using up all their willpower on the job. They gave at the office—and their home suffered the consequences.

After the radish experiment, similar results were observed over and over again in different groups of subjects. Researchers looked for more complex emotional effects and for other ways to measure them, like observing people’s physical stamina. A sustained exercise like running a marathon takes more than just conditioning: No matter how fit you are, at some point your body wants to rest, and your mind has to tell it to run, run, run. Similarly, it takes more than just physical strength to grip a hand exerciser and keep squeezing it against the force of the spring. After a short time, the hand grows tired and then gradually starts to feel muscle pain. The natural impulse is to relax, but you can will yourself to keep squeezing—unless your mind has been too busy suppressing other feelings, as in an experiment involving a sad Italian film.

Before watching the movie, the subjects were told that their facial expressions would be recorded by a camera as they watched the movie. Some people were asked to suppress their feelings and show no emotions. Others were asked to amplify their emotional reactions so that their facial expressions would reveal their feelings. A third group, the control condition, got to watch the movie normally.

Everyone then watched an excerpt from the movie Mondo Cane (“A Dog’s World”), a documentary about the effects of nuclear waste on wildlife. One memorable sequence showed giant sea turtles losing their sense of direction, wandering into the desert, and pathetically dying as they flapped their flippers aimlessly and feebly, unable to find the sea. It was unquestionably a tearjerker, but not everyone was allowed to cry. Some remained stoic, as instructed; some deliberately let the waterworks flow as much as possible. Afterward they all took the stamina test by squeezing the hand exerciser, and researchers compared the results.

The movie had no effect on the stamina of the control group: The people squeezed the handles just as long as they had in a test before the film. But the two other groups quit much sooner, and it didn’t matter whether they’d been suppressing their feelings or venting their grief over the poor turtles. Either way, the effort to control their emotional reactions depleted their willpower. Faking it didn’t come free.

Neither did a classic mental exercise: the white bear challenge. The white bear has been something of a mascot for psychologists ever since Dan Wegner heard the legend about how the young Tolstoy—or, depending on the version, the young Dostoyevsky—bet that his younger brother couldn’t go five minutes without thinking about a white bear. The brother had to pay up, having made a disconcerting discovery about human mental powers. We like to think we control our thoughts, but we don’t. First-time meditators are typically shocked at how their minds wander over and over, despite earnest attempts to focus and concentrate. At best, we have partial control over our streams of thought, as Wegner, who is now at Harvard, demonstrated by asking people to ring a bell whenever a white bear intruded on their thoughts. Some tricks and distraction techniques and incentives could briefly keep the creature at bay, he found, but eventually the bell tolled for everyone.

This sort of experiment might sound frivolous. Of all the traumas and psychoses afflicting humans, “unwanted white bear thoughts” doesn’t rank very high. Yet that distance from everyday life is precisely what makes it a useful tool to researchers. To understand how well people control their thoughts, it’s best not to pick ordinary thoughts. When a graduate student tried a version of Wegner’s experiment in which people were told not to think about their mothers, the experiment failed in its purpose, and served to demonstrate only that college students are remarkably skilled at not thinking about their mothers.

What makes Mom different from a white bear? Perhaps the students are trying to separate themselves emotionally from their parents. Perhaps they often want to do things that their mothers would disapprove of, and so they need to put Mom out of their minds. Or perhaps they wish to avoid feeling guilty for not calling their mother as often as she would like. But notice that all these possible explanations for the difference between Mom and the white bear are things about Mom. That’s exactly the problem, at least as a researcher would see it. Mothers are not good topics for pure research, because there is so much baggage—so many mental and emotional associations. The reasons you do or don’t think about your mother are many, variable, and highly specific, so they would not easily generalize. In contrast, if people have trouble suppressing thoughts of white bears—creatures that presumably play essentially no role in the daily life or personal history of the average American college student and research participant—then the explanation is likely to apply to a wide range of topics.

For all those reasons, the white bear appealed to self-control researchers studying how people manage their thoughts. Sure enough, after people spent a few minutes trying not to think of a white bear, they gave up sooner on puzzles (compared with people who’d been free to ponder anything). They also had a harder time controlling their feelings in another slightly cruel experiment: being forced to remain stoic while watching classic skits from Saturday Night Live and a Robin Williams stand-up routine. The audience’s facial reactions were recorded and later systematically coded by researchers. Once again, the effects were obvious on the people who’d earlier done the white bear exercise: They couldn’t resist giggling, or at least smiling, when Williams went into one of his riffs.

You might keep that result in mind if you have a boss prone to making idiotic suggestions. To avoid smirking at the next meeting, refrain from any strenuous mental exercises beforehand. And feel free to think about all the white bears you want.



Name That Feeling

Once the experiments showed that willpower existed, psychologists and neuroscientists had a new set of questions. Exactly what was willpower? Which part of the brain was involved? What was happening in the neural circuits? What other physical changes were taking place? What did it feel like when willpower ebbed?

The most immediate question was what to call this process—something more precise than “changeful potency” or “weak will” or the “The devil made me do it.” The recent scientific literature didn’t offer much help. Baumeister had to go all the way back to Freud to find a model of the self that incorporated concepts of energy. Freud’s ideas, as usual, turned out to be both remarkably prescient and utterly wrong. He theorized that humans use a process called sublimation to convert energy from its basic instinctual sources into more socially approved ones. Thus, Freud posited, great artists channel their sexual energy into their work. It was clever speculation, but the energy model of the self didn’t catch on with psychologists in the twentieth century, and neither did the specific theory about the sublimation mechanism. When Baumeister and colleagues tested a list of Freud’s theoretical mechanisms against the modern research literature, they found that sublimation fared the worst of all. There was essentially no evidence for it, and lots of reasons to think the opposite was true. For example, if the theory of sublimation was correct, then artists’ colonies should be full of people sublimating their erotic urges, and therefore there should be relatively little sexual activity. Have you ever heard of an artists’ colony known for its lack of sex?

Still, Freud was onto something with his energy model of the self. Energy is an essential element in explaining the liaisons at artists’ colonies. Restraining sexual impulses takes energy, and so does creative work. If you pour energy into your art, you have less available to restrain your libido. Freud had been a bit vague about where this energy came from and how it operated, but at least he had assigned it an important place in his theory of self. As a kind of homage to Freud’s insights in this direction, Baumeister elected to use Freud’s term for the self: ego. Thus was born “ego depletion,” Baumeister’s term for describing people’s diminished capacity to regulate their thoughts, feelings, and actions. People can sometimes overcome mental fatigue, but Baumeister found that if they had used up energy by exerting willpower (or by making decisions, another form of ego depletion that we’ll discuss later), they would eventually succumb. This term would later appear in thousands of scientific papers, as psychologists came to understand the usefulness of ego depletion for explaining a wide assortment of behaviors.

How ego depletion occurs inside the brain, initially a mystery, became clearer when two researchers at the University of Toronto, Michael Inzlicht and Jennifer Gutsell, observed people who were wearing a cap that covered the skull with a dense network of electrodes and wires. This method, called electroencephalographic recording (EEG), enables scientists to detect electrical activity inside the brain. It can’t exactly read someone’s mind, but it can help map out how the brain deals with various problems. The Toronto researchers paid special attention to the brain region known as the anterior cingulate cortex, which watches for mismatches between what you are doing and what you intended to do. It’s commonly known as the conflict-monitoring system or the error-detection system. This is the part of the brain that sounds the alarm if, say, you’re holding a hamburger in one hand and a cell phone in the other, and you start to take a bite out of the cell phone. The alarm inside the brain is a spike in electrical activity (called event-related negativity).

With their skulls wired, the people in Toronto watched some upsetting clips from documentaries showing animals suffering and dying. Half the people were told to stifle their emotional reactions, thereby putting themselves into a state of ego depletion. The rest simply watched the movies carefully. Then everyone went on to a second, ostensibly unrelated activity: the classic Stroop task (named after psychologist James Stroop), requiring them to say what color some letters are printed in. For example, a row of XXXs might appear in red, and the correct response would be “Red,” which is easy enough. But if the word green is printed in red ink, it takes extra effort. You have to override the first thought occasioned by reading the letters (“Green”) and force yourself to identify the color of the ink, “Red.” Many studies have shown that people are slower to answer under these circumstances. In fact, the Stroop task became a tool for American intelligence officials during the cold war. A covert agent could claim not to speak Russian, but he’d take longer to answer correctly when looking at Russian words for colors.

Picking the right color proved to be especially difficult for the people in the Toronto experiment who had already depleted their willpower during the sad animal movie. They took longer to respond and made more mistakes. The wires attached to their skulls revealed notably sluggish activity in the conflict-monitoring system of the brain: The alarm signals for mismatches were weaker. The results showed that ego depletion causes a slowdown in the anterior cingulate cortex, the brain area that’s crucial to self-control. As the brain slows down and its error-detection ability deteriorates, people have trouble controlling their reactions. They must struggle to accomplish tasks that would get done much more easily if the ego weren’t depleted.

That ego depletion results in slower brain circuitry is fascinating to neuroscientists, but for the rest of us it would be more useful to detect ego depletion without covering your skull with wires and electrodes. What are the noticeable symptoms—something to warn you that your brain is not primed for control before you get into a fight with your partner or polish off the quart of Häagen-Dazs? Until recently, researchers couldn’t offer much help. In dozens of studies, they looked unsuccessfully for telltale emotional reactions, turning up either contradictory results or nothing at all. Being depleted didn’t seem to consistently make people feel depressed or angry or discontented. In 2010, when an international team of researchers combed through the results of more than eighty studies, they concluded that ego depletion’s effects on behavior were strong, large, and reliable, but that the effects on subjective feelings were considerably weaker. People in depleted condition reported more fatigue and tiredness and negative emotions, but even those differences weren’t large. The results made ego depletion seem like an illness with no symptoms, a condition that didn’t “feel” like anything.

But now it turns out that there are signals of ego depletion, thanks to some new experiments by Baumeister and a team headed by his longtime collaborator, Kathleen Vohs, a psychologist at the University of Minnesota. In these experiments, while depleted persons (once again) didn’t show any single telltale emotion, they did react more strongly to all kinds of things. A sad movie made them extra sad. Joyous pictures made them happier, and disturbing pictures made them more frightened and upset. Ice-cold water felt more painful to them than it did to people who were not ego-depleted. Desires intensified along with feelings. After eating a cookie, the people reported a stronger craving to eat another cookie—and they did in fact eat more cookies when given a chance. When looking at a gift-wrapped package, they felt an especially strong desire to open it.

So if you’d like some advance warning of trouble, look not for a single symptom but rather for a change in the overall intensity of your feelings. If you find yourself especially bothered by frustrating events, or saddened by unpleasant thoughts, or even happier about some good news—then maybe it’s because your brain’s circuits aren’t controlling emotions as well as usual. Now, intense feelings can be quite pleasurable and are an essential part of life, and we’re not suggesting that you strive for emotional monotony (unless you aspire to Mr. Spock’s Vulcan calm). But be aware of what these feelings can mean. If you’re trying to resist temptation, you may find yourself feeling the forbidden desires more strongly just when your ability to resist them is down. Ego depletion thus creates a double whammy: Your willpower is diminished and your cravings feel stronger than ever.

The problem can be particularly acute for people struggling with addiction. Researchers have long noticed that cravings are especially strong during withdrawal. More recently they’ve noticed that lots of other feelings intensify during withdrawal. During withdrawal, the recovering addict is using so much willpower to break the habit that it’s likely to be a time of intense, prolonged ego depletion, and that very state will make the person feel the desire for the drug all the more strongly. Moreover, other events will also have an unusually strong impact, causing extra distress and creating further yearnings for the cigarette or drink or drug. It’s no wonder relapses are so common and addicts feel so weird when they quit. Long before psychologists identified ego depletion, the British humorist Sir A. P. Herbert nicely described the conflicting set of symptoms:



“Thank heaven, I have given up smoking again!” he announced. “God! I feel fit. Homicidal, but fit. A different man. Irritable, moody, depressed, rude, nervy, perhaps; but the lungs are fine.”





The Mystery of the Dirty Socks

In the 1970s, the psychologist Daryl Bem set about trying to distinguish conscientious people from others by making up a list of behaviors. He assumed he’d find a positive correlation between “turns in school assignments on time” and “wears clean socks,” because both would stem from the underlying trait of conscientiousness. But when he collected data from students at Stanford, where he taught, he was surprised to find a hefty negative correlation.

“Apparently,” he joked, “the students could either get their homework done or change their socks every day, but not both.”

He didn’t give it much further thought, but decades later other researchers wondered if there was something to the joke. Two Australian psychologists, Megan Oaten and Ken Cheng, considered the possibility that the students were suffering from the sort of ego depletion revealed in the radish experiment. These psychologists started by administering laboratory self-control tests to the students at different times during the semester. As hypothesized, the students performed relatively badly near the end of the term, apparently because their willpower had been depleted by the strain of studying for exams and turning in assignments. But the deterioration wasn’t limited to arcane laboratory tests. When asked about other aspects of their lives, it became clear that Bem’s dirty-sock finding hadn’t been a fluke. All sorts of good habits were forsaken as the students’ self-control waned during exam period.

They stopped exercising. They smoked more cigarettes. They drank so much coffee and tea that their caffeine intake doubled. The extra caffeine might have been excused as a study aid, but if they were really studying more, you’d expect them to be drinking less alcohol, and that didn’t happen. Even though there were fewer parties during exam time, the students drank as much as ever. They abandoned healthy diets and increased their consumption of junk food by 50 percent. It wasn’t that they suddenly convinced themselves that potato chips were a brain food. They simply stopped worrying about unhealthy, fattening food when they were focused on exams. They also became less concerned about returning phone calls, washing dishes, or cleaning floors. Final-exam time brought declines in every aspect of personal hygiene that was studied. The students became less diligent about brushing and flossing their teeth. They skipped washing their hair and shaving. And, yes, they wore dirty socks and other unwashed clothes.

Could all of this merely reflect a practical, if slightly unhealthy, shift in priorities? Were they sensibly saving time so that they could study more? Not quite. During exams, students reported an increase in the tendency to spend time with friends instead of studying—precisely the opposite of what would be sensible and practical. Some students even reported that their study habits got worse during exam time, which couldn’t have been their intention. They must have been devoting much of their willpower to making themselves study harder, and yet they ended up studying less. Likewise, they reported an increase in oversleeping, and in spending money impulsively. Shopping sprees made no practical sense during exam period, but the students had less discipline to restrain their spending. They were also more grumpy, irritable, and prone to anger or despair. They may have blamed their outbursts on the stress of exam period, because there’s a common misperception that stress causes those kinds of emotions. What stress really does, though, is deplete willpower, which diminishes your ability to control those emotions.

The effects of ego depletion were recently demonstrated even more precisely in the beeper study in Germany that we mentioned earlier. By using beepers to query people about their desires throughout the day, Baumeister and his colleagues could see how much willpower was being exerted as the day went on. Sure enough, the more willpower people expended, the more likely they became to yield to the next temptation that came along. When faced with a new desire that produced some I-want-to-but-I-really-shouldn’t sort of inner conflict, they gave in more readily if they’d already fended off earlier temptations, particularly if the new temptation came soon after a previous one.

When they eventually yielded to temptation, the German adults as well as the American college students probably blamed their lapses on some flaw in their character: I just don’t have enough willpower. But earlier in the day, or earlier in the semester, they’d all had enough willpower to resist similar temptations. What had happened to it? Was it really all gone? Perhaps, but there was also another way to interpret the research on ego depletion. Maybe people didn’t simply run out of willpower. Maybe they consciously or unconsciously hoarded it. One of Baumeister’s graduate students, Mark Muraven, took up the question of conservation and kept studying it until he was well established as a tenured professor at the State University of New York at Albany. He began, as usual, with a round of exercises to deplete the subjects’ willpower. Then, when he prepared them for the second round, testing their perseverance, he warned them that there would later be an additional third round featuring more tasks to perform. People reacted by slacking off on the second round. Consciously or unconsciously, they were conserving energy for the final push.

Then Muraven tried another variation in the second round of the experiment. Before testing people’s perseverance, he informed them that they could win money by doing well. The cash worked wonders. People immediately found reserves to perform well. Watching the experimental subjects persevere, you’d never have known that their willpower had been depleted earlier. They were like marathoners who found a second wind once they caught sight of the prize waiting for them at the finish line.

But suppose, upon reaching that prize, the marathoners were suddenly informed that the finish line was actually another mile down the road. That’s essentially what Muraven did to the people who won cash for their perseverance in the second round. He waited until after their stellar performance to inform them that they weren’t quite done yet—there’d be another round of perseverance tests. Since they hadn’t been warned ahead of time, they hadn’t conserved any energy, and it showed in their exceptionally bad performances. In fact, the better they had done in the second round, the worse they did in the third round. Now they were like marathoners who had started their closing kick too soon and were passed by everyone else as they limped toward the finish line.



Lessons from the Street and the Lab

For all her bohemian transgressiveness, Amanda Palmer is thoroughly bourgeois in one respect. Ask her about willpower, and she will tell you that she has never had enough. “I don’t consider myself a disciplined person at all,” she says. But if you press her, she will concede that her six years as a living statue did strengthen her resolve.

“The street performing gave me balls of steel,” she says. “Those hours on the box trained me to stay focused. Being a performer is about tying yourself to the post of the present moment and staying focused. I’m pretty much the worst when it comes to long-term strategic planning, but I have a really strong brand of work ethic and I’m a very disciplined one-thing person. If it’s just one project at a time, I can focus on it for hours.”

That’s more or less what researchers discovered after studying thousands of people inside and outside the laboratory. The experiments consistently demonstrated two lessons:



	You have a finite amount of willpower that becomes depleted as you use it.

	You use the same stock of willpower for all manner of tasks.




You might think you have one reservoir of self-control for work, another for dieting, another for exercise, and another for being nice to your family. But the radish experiment showed that two completely unrelated activities—resisting chocolate and working on geometry puzzles—drew on the same source of energy, and this phenomenon has been demonstrated over and over. There are hidden connections among the wildly different things you do all day. You use the same supply of willpower to deal with frustrating traffic, tempting food, annoying colleagues, demanding bosses, pouting children. Resisting dessert at lunch leaves you with less willpower to praise your boss’s awful haircut. The old line about the frustrated worker going home and kicking the dog jibes with the ego-depletion experiments, although modern workers generally aren’t so mean to their pets. They’re more likely to say something nasty to the humans in the household.

Ego depletion affects even your heartbeat. When people in laboratory experiments exercise mental self-control, their pulse becomes more erratic; conversely, people whose normal pulse is relatively variable seem to have more inner energy available for self-control, because they do better on laboratory tests of perseverance than do people with steadier heartbeats. Other experiments have shown that chronic physical pain leaves people with a perpetual shortage of willpower because their minds are so depleted by the struggle to ignore the pain.

We can divide the uses of willpower into four broad categories, starting with the control of thoughts. Sometimes it’s a losing struggle, whether you’re fruitlessly trying to ignore something serious (“Out, damn’d spot!”) or can’t get rid of an annoying ear worm (“I got you babe, I got you babe”). But you can also learn to focus, particularly when the motivation is strong. People often conserve their willpower by seeking not the fullest or best answer but rather a predetermined conclusion. Theologians and believers filter the world to remain consistent with the nonnegotiable principles of their faith. The best salesmen often succeed by first deceiving themselves. Bankers packaging subprime loans convinced themselves that there was no problem giving mortgages to the class of unverified borrowers classified as NINA, as in “no income, no assets.” Tiger Woods convinced himself that the rules of monogamy didn’t apply to him—and that somehow nobody would notice the dalliances of the world’s most famous athlete.

Another broad category is the control of emotions, which psychologists call affect regulation when it’s focused specifically on mood. Most commonly, we’re trying to escape from bad moods and unpleasant thoughts, although we occasionally try to avoid cheeriness (like when we’re getting ready for a funeral, or preparing to deliver bad news), and we occasionally try to hang on to feelings of anger (so that we’re in the right state to lodge a complaint). Emotional control is uniquely difficult because you generally can’t alter your mood by an act of will. You can change what you think about or how you behave, but you can’t force yourself to be happy. You can treat your in-laws politely, but you can’t make yourself rejoice over their month-long visit. To ward off sadness and anger, people use indirect strategies, like trying to distract themselves with other thoughts, or working out at the gym, or meditating. They lose themselves in TV shows and treat themselves to chocolate binges and shopping sprees. Or they get drunk.

A third category is often called impulse control, which is what most people associate with willpower: the ability to resist temptations like alcohol, tobacco, Cinnabons, and cocktail waitresses. Strictly speaking, “impulse control” is a misnomer. You don’t really control the impulses. Even someone as preternaturally disciplined as Barack Obama can’t avoid stray impulses to smoke a cigarette. What he can control is how he reacts: Does he ignore the impulse, or chew a Nicorette, or sneak out for a smoke? (He has usually avoided lighting up, according to the White House, but there have been slips.)

Finally, there’s the category that researchers call performance control: focusing your energy on the task at hand, finding the right combination of speed and accuracy, managing time, persevering when you feel like quitting. In the rest of the book, we’ll discuss strategies for improving performance at work and at home, and we’ll look at techniques for improving self-control in all the other categories, too—thoughts, emotions, impulses.

But before we get into specific advice, we can offer one general bit of guidance based on the ego-depletion studies, and it’s the same approach taken by Amanda Palmer: Focus on one project at a time. If you set more than one self-improvement goal, you may succeed for a while by drawing on reserves to power through, but that just leaves you more depleted and more prone to serious mistakes later.

When people have to make a big change in their lives, their efforts are undermined if they are trying to make other changes as well. People who are trying to quit smoking, for example, will have their best shot at succeeding if they aren’t changing other behaviors at the same time. Those who try to quit smoking while also restricting their eating or cutting back on alcohol tend to fail at all three—probably because they have too many simultaneous demands on their willpower. Research has likewise found that people who seek to control their drinking tend to fail on days when they have other demands on their self-control, as compared with days when they can devote all their willpower to limiting the booze.

Above all, don’t make a list of New Year’s resolutions. Each January 1, millions of people drag themselves out of bed, full of hope or hangover, resolved to eat less, exercise more, spend less money, work harder at the office, keep the home cleaner, and still miraculously have more time for romantic dinners and long walks on the beach.

By February 1, they’re embarrassed to even look at the list. But instead of lamenting their lack of willpower, they should put the blame where it belongs: on the list. No one has enough willpower for that list. If you’re going to start a new physical exercise program, don’t try to overhaul your finances at the same time. If you’re going to need your energy for a new job—like, say, the presidency of the United States—then this probably isn’t the ideal time to go cold turkey on cigarettes. Because you have only one supply of willpower, the different New Year’s resolutions all compete with one another. Each time you try to follow one, you reduce your capacity for all the others.

A better plan is to make one resolution and stick to it. That’s challenge enough. There will be moments when that will still seem like one resolution too many, but perhaps you can persevere by thinking of Amanda Palmer heroically frozen in place on her pedestal. She may not consider herself a disciplined person, but she did learn something inspiring about her species even during her days surrounded by drunken hecklers and gropers.

“You know, humans are capable of incredible things,” she says. “If you simply decide that you’re not going to move, you just don’t move.”
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