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IN THIS PAPER

The series closes with the modern synthesis — the shift from motivating people with external
rewards to engaging the intrinsic and prosocial drivers that sustain effort without them. The
question it answers: what makes people bring energy, creativity and persistence to work for
reasons of their own?

Deci and Ryan supply the rigorous theory of intrinsic motivation; Pink popularises it for managers;
Amabile links it to creativity and daily progress; Grant adds the drive to benefit others. Between
them they define what contemporary engagement actually rests on.

Edward Deci & Richard Ryan Seli-Determination Theory, 1985~

Motivation science - self-determination theory

CORE THESIS

People have three basic psychological needs — autonomy, competence and relatedness.
Satisfying them produces intrinsic motivation and wellbeing; thwarting them produces
disengagement. Crucially, controlling extrinsic rewards can undermine intrinsic motivation —
the over-justification effect.

FRAMEWORK
Autonomy Volition and choice over how the work is done
Competence Optimal challenge and a sense of mastery
Relatedness Genuine connection to and belonging with others

Motivation runs along a continuum from external control to full internalisation; the manager's task

is to move regulation toward the autonomous end.

METHODOLOGY
Several decades of laboratory and field experiments across cultures and domains — one of the most
extensively validated theories in psychology.

SIGNIFICANCE AND CRITIQUE

The dominant modern account of motivation, and the empirical backbone of everything else in this
paper. The critique is one of nuance: rewards undermine intrinsic motivation only when
experienced as controlling — informational rewards need not — and the universality of the three
needs across cultures is still debated.

Daniel Pink Drive, 2009

Popular synthesis - autonomy, mastery, purpose

CORE THESIS

Translating self-determination theory for managers, Pink argues that “Motivation 3.0” runs on
autonomy, mastery and purpose. Carrot-and-stick “if-then” rewards suit routine tasks but
degrade performance on creative, complex work.
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FRAMEWORK
Autonomy Control over task, time, technique and team
Mastery The urge to get better at something that matters
Purpose Contribution to something larger than oneself
METHODOLOGY

A popular synthesis of academic research — Deci and Ryan, Amabile and others — for a general
management audience.

SIGNIFICANCE AND CRITIQUE

Did more than any other book to move autonomy and purpose into mainstream management
language. The critique: it simplifies, and the claim that rewards always harm performance is
overstated — the effect depends on the task and the kind of reward.

Teresa Amabile b.1950

Creativity and inner work life - Harvard Business School

CORE THESIS

Intrinsic motivation is the key to creativity: people are most creative when driven by interest and
satisfaction in the work itself. And of everything that lifts “inner work life”, the single most
powerful factor is the progress principle — making meaningful progress, even a small win, in one's

work.
FRAMEWORK
Componential model Creativity = expertise x creative skill x intrinsic motivation
The progress principle Small wins in meaningful work are the top driver of inner work life
Catalysts and nourishers Support for the work and the person fuels motivation
Inhibitors and toxins Obstruction and disrespect drain it
METHODOLOGY

Experiments on creativity plus a landmark diary study — nearly twelve thousand daily entries from
professionals — tracking motivation and progress day by day.

SIGNIFICANCE AND CRITIQUE

Rigorous evidence linking intrinsic motivation to creativity, and in the progress principle one of
the most actionable findings in the field: help people make visible progress. The critique: the work
is centred on knowledge and creative work, and may generalise less to routine roles.
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Adam Grant Give and Take, 2013

Organisational psychology - prosocial motivation - Wharton

CORE THESIS

A powerful and under-used driver is prosocial motivation — the desire to benefit others. Seeing
the impact of one's work on real people boosts effort, persistence and performance, often more
than personal incentives do.

FRAMEWORK
Prosocial motivation Energy that comes from helping and benefiting others
Task significance Contact with the beneficiaries of the work lifts performance
Givers, takers, matchers Reciprocity styles that shape careers and cultures
Job design for impact Build visible impact into roles to sustain motivation
METHODOLOGY

Field experiments — famously showing that brief contact with the people who benefit from one's
work sharply raised effort and output.

SIGNIFICANCE AND CRITIQUE
Adds the missing social dimension to a literature long focused on the self, with unusually clean field
evidence. The critique: prosocial effects are context-dependent, and the “giver” disposition can be

exploited without protective boundaries.

A NOTE ON EVIDENCE

A note on rewards: the popular claim that extrinsic incentives always destroy intrinsic motivation
is too strong. The evidence shows rewards undermine it mainly when they are experienced as
controlling, are tied to trivial or creative tasks, or are withdrawn; well-designed recognition need
not. Treat “pay can backfire” as a design caution, not an iron law.

Synthesis
Theorist Core driver Key concept Evidence
Deci & Ryan Intrinsic needs Autonomy, competence, Very strong;
relatedness cross-cultural

Pink Intrinsic drivers (applied) Autonomy, mastery, purpose  Popular synthesis

Amabile Interest and progress The progress principle Strong; diary and
experiment

Grant Benefiting others Prosocial motivation Strong; field
experiments
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FOR THE OPERATOR

The modern synthesis moves motivation from extrinsic calculus to intrinsic and prosocial drivers:
autonomy, competence and relatedness (Deci & Ryan), autonomy, mastery and purpose (Pink),
progress in meaningful work (Amabile), and visible impact on others (Grant). For the operator the
sequence is practical: pay fairly to remove dissatisfaction, then design work for autonomy,
progress and impact — and be wary of rewards that crowd out the motivation you most want. That
closes the Motivation and Engagement series, from the content of needs, through the process of

effort, to the drivers of genuine engagement.
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