[image: image1.png]1t is almost an axiom that managers should encourage behaviors they want and discourage
those that they don’t. This seems simple and straight-forward enough, but does such an approach
work for creativity? Although incentives and rewards are widely used and are very effective in
certain situations, the evidence is clear that for creativity they are more often counterproductive --
they diminish it. Incentives and rewards provide extrinsic motivation, they motivate someone to
work on something primarily as a means to an end -- the reward. The use of rewards as positive
reinforcement is central to behaviorism, a school of thought that dominated psychology for about
a half century before new research began to reveal its limitations.” The widespread consensus
among psychologists today is that the more the work involves following a set algorithm, the more
effective extrinsic motivation will be. But since creativity does not come from a set algorithm,
extrinsic motivation often gets in the way. Creativity depends far more on intrinsic motivation,

the desire to work on something for its own sake, and extrinsic motivation is detrimental to it.

We do not mean to suggest that those involved in creative acts should not receive any
reward whatsoever. It is of course important that people be recognized and treated fairly.
Companies already provide extrinsic motivation to their employees, and so influence their intrinsic
motivation. However, because most companies are inclined to pay far more attention to the
extrinsic part of the equation, whether consciously or not, the balance is upset from the point of

view of creativity. In the words of W. Edwards Deming:

Some extrinsic motivation helps to build self-esteem. But total submission to
external motivation leads to destruction of the individual. Extrinsic motivation in
the extreme crushes intrinsic motivation.*

The success of kaizen teian (‘continuous improvement proposal’) systems, first used in
Japan but now around the world, is in large part attributable to their emphasis on intrinsic
motivation. In fact, many of these systems -- like that at the FoaMech (short for “foam and
mechanisms”) plant of Johnson Controls, in Georgetown, Kentucky -- attain one hundred percent
employee participation. FoaMech is a supplier of headrests, seat cushions and seat adjustment
mechanisms to Toyota and Ford. In 1996, literally every one of the plant’s 350 employees

proposed one or more ideas to the “FoaMech Kaizen Program”. In the business environment in




