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“When money is used as an external reward for some activity, the subjects lose intrinsic interest for the activity,” 

he wrote.5 Rewards can deliver a short-term boost—just as a jolt of caffeine can keep you cranking for a few 

more hours. But the effect wears off—and, worse, can reduce a person’s longer-term motivation to continue the 

project.
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Try to encourage a kid to learn math by paying her for each workbook page she completes—and she’ll almost 

certainly become more diligent in the short term and lose interest in math in the long term. Take an industrial 

designer who loves his work and try to get him to do better by making his pay contingent on a hit product—and 

he’ll almost certainly work like a maniac in the short term, but become less interested in his job in the long term. 

As one leading behavioral science textbook puts it, “People use rewards expecting to gain the benefit of 

increasing another person’s motivation and behavior, but in so doing, they often incur the unintentional and 

hidden cost of undermining that person’s intrinsic motivation toward the activity.”4 This is one of the most 

robust findings in social science—and also one of the most ignored.
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For artists, scientists, inventors, schoolchildren, and the rest of us, intrinsic motivation—the drive do something 

because it is interesting, challenging, and absorbing—is essential for high levels of creativity. But the “if-then” 

motivators that are the staple of most businesses often stifle, rather than stir, creative thinking.
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Goals that people set for themselves and that are devoted to attaining mastery are usually healthy. But goals 

imposed by others—sales targets, quarterly returns, standardized test scores, and so on—can sometimes have 

dangerous side effects.
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“The very presence of goals may lead employees to focus myopically on short-term gains and to lose sight of the 

potential devastating long-term effects on the organization.

http://amzn.asia/ggXwPWG
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CARROTS AND STICKS: The Seven Deadly Flaws   They can extinguish intrinsic motivation. They can 

diminish performance. They can crush creativity. They can crowd out good behavior. They can encourage 

cheating, shortcuts, and unethical behavior. They can become addictive. They can foster short-term thinking.

Highlight (Yellow)  |  Page 62

Likewise, when Dan Ariely and his colleagues conducted their Madurai, India, performance study with a group 

of MIT students, they found that when the task called for “even rudimentary cognitive skill,” a larger reward 

“led to poorer performance.” But “as long as the task involved only mechanical skill, bonuses worked as they 

would be expected: the higher the pay, the better the performance.”2
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Human beings have an innate inner drive to be autonomous, self-determined, and connected to one another. And 

when that drive is liberated, people achieve more and live richer lives.
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According to a raft of studies from SDT researchers, people oriented toward autonomy and intrinsic motivation 

have higher self-esteem, better interpersonal relationships, and greater general well-being than those who are 

extrinsically motivated. By contrast, people whose core aspirations are Type X validations such as money, fame, 

or beauty tend to have poorer psychological health. There’s even a connection between Type X and Type A. 

Deci found that those oriented toward control and extrinsic rewards showed greater public self-consciousness, 

acted more defensively, and were more likely to exhibit the Type A behavior pattern.5
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“Management isn’t about walking around and seeing if people are in their offices,” he told me. It’s about 

creating conditions for people to do their best work.
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As the strategy guru Gary Hamel has observed, management is a technology. And like Motivation 2.0, it’s a 

technology that has grown creaky. While some companies have oiled the gears a bit, and plenty more have paid 

lip service to the same, at its core management hasn’t changed much in a hundred years. Its central ethic remains 

control; its chief tools remain extrinsic motivators. That leaves it largely out of sync with the nonroutine, right-

brain abilities on which many of the world’s economies now depend. But could its most glaring weakness run 

deeper? Is management, as it’s currently constituted, out of sync with human nature itself?

Y
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Perhaps it’s time to toss the very word “management” onto the linguistic ash heap alongside “icebox” and 

“horseless carriage.” This era doesn’t call for better management. It calls for a renaissance of self-direction.
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Type I behavior emerges when people have autonomy over the four T’s: their task, their time, their technique, 

and their team.
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“As an entrepreneur, I’m blessed with 100% autonomy over task, time, technique and team. Here’s the thing: If I 

maintain that autonomy, I fail. I fail to ship. I fail to excel. I fail to focus. I inevitably end up either with no 

product or a product the market rejects. The art of the art is picking your limits. That’s the autonomy I most 

cherish. The freedom to pick my boundaries.”   SETH GODIN, Author of Tribes, Purple Cow, and the world’s 

most popular marketing blog
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The science shows that the secret to high performance isn’t our biological drive or our reward-and-punishment 

drive, but our third drive—our deep-seated desire to direct our own lives, to extend and expand our abilities, and 

to live a life of purpose.
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Despair Inc (http://diy.despair.com/motivator. php) Big Huge Labs (http://bighugelabs.com/motivator. php) 

Automotivator (http://wigflip.com/automotivator/)
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TAKE THREE STEPS TOWARD GIVING UP CONTROL Type X bosses relish control. Type I bosses 

relinquish control. Extending people the freedom they need to do great work is usually wise, but it’s not always 

easy. So if you’re feeling the urge to control, here are three ways to begin letting go—for your own benefit and 

your team’s:   Involve people in goal-setting. Would you rather set your own goals or have them foisted upon 

you? Thought so. Why should those working with you be any different? A considerable body of research shows 

that individuals are far more engaged when they’re pursuing goals they had a hand in creating. So bring 

employees into the process. They could surprise you: People often have higher aims than the ones you assign 

them. Use noncontrolling language. Next time you’re about to say “must” or “should,” try saying “think about” 

or “consider” instead. A small change in wording can help promote engagement over compliance and might 

even reduce some people’s urge to defy. Think about it. Or at least consider it, okay? Hold office hours. 

Sometimes you need to summon people into your office. But sometimes it’s wise to let them come to you. Take 

a cue from college professors and set aside one or two hours a week when your schedule is clear and any 

employee can come in and talk to you about anything that’s on her mind. Your colleagues might benefit and you 

might learn something.
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Here’s why combining allowances with chores is not good for kids. By linking money to the completion of 

chores, parents turn an allowance into an “if-then” reward. This sends kids a clear (and clearly wrongheaded) 

message: In the absence of a payment, no self-respecting child would willingly set the table, empty the garbage, 

or make her own bed. It converts a moral and familial obligation into just another commercial transaction—and 

teaches that the only reason to do a less-than-desirable task for your family is in exchange for payment. This is a 

case where combining two good things give you less, not more. So keep allowance and chores separate, and you 

just might get that trash can emptied. Even better, your kids will begin to learn the difference between principles 

and payoffs.
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Why We Do What We Do: Understanding Self-Motivation BY EDWARD L. DECI WITH RICHARD FLASTE 

In 1995, Edward Deci wrote a short book that introduced his powerful theories to a popular audience. In clear, 

readable prose, he discusses the limitations of a society based on control, explains the origins of his landmark 

experiments, and shows how to promote autonomy in the many realms of our lives. Type I Insight: “The 

questions so many people ask—namely, ‘How do I motivate people to learn? to work? to do their chores? or to 

take their medicine?’—are the wrong questions. They are wrong because they imply that motivation is 

something that gets done to people rather than something that people do.”
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Good Work: When Excellence and Ethics Meet
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Type I Insight: “What do you do if you wake up in the morning and dread going to work, because the daily 

routine no longer satisfies your standards?”   Start groups or forums with others in your industry or outside it to 

reach beyond your current area of influence. Work with existing organizations to confirm your profession’s 

values or develop new guidelines. Take a stand. It can be risky, sure, but leaving a job for ethical reasons need 

not involve abandoning your professional goals.
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The Amateurs: The Story of Four Young Men and Their Quest for an Olympic Gold Medal
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Type I Insight: “Demanding of knowledge workers that they define their own task and its results is necessary 

because knowledge workers must be autonomous … workers should be asked to think through their own work 

plans and then to submit them. What am I going to focus on? What results can be expected for which I should be 

held accountable? By what deadline?” More Info: Drucker wrote many books, and many have been written 

about him, but a great starting place is The Daily Drucker, a small gem that provides 366 insights and “action 



points” for putting his ideas into practice. On the topic of self-management, read Drucker’s 2005 Harvard 

Business Review article, “Managing Oneself.” For more information and access to digital archives of his 

writing, check out www.druckerinstitute.com.


