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	All bosses want productive employees, so they use many tactics to keep their employees highly motivated. Unfortunately, many of their techniques do little to increase either productivity or motivation. Today I want to tell you about some methods businesses use to motivate their employees, and then I want to explain why many of these methods do not increase productivity. Finally, I will suggest some better methods that employers can use to make modern employees more motivated and productive.

To get us thinking about ineffective methods which are used to motivate employees, I want to explain a fascinating study first done in 1945 by Karl Duncker called “the candle problem”. Duncker brought participants into a room and gave them a candle, a box with some thumbtacks in it, and some matches. Do you know what a thumbtack is? It’s like a small nail but it has a wide top so that you can push it into the wall with your thumb. Duncker told the participants, "Your job is to attach the candle to the wall so that no wax drips onto the table." Many people began by trying to attach the candle to the wall with the thumbtacks, but it was impossible to attach the candle to the wall with the thumbtacks. Some participants tried lighting a match, melting the side of the candle, and sticking it to the wall, but the melted candle would not stick, so that method didn't work either. Eventually, most people figured out the solution, which was actually very simple. You see, the box that held the thumbtacks was quite strong, so you could attach it to the wall with thumbtacks and put the candle in it. At first, most participants saw the box only as a container to hold thumbtacks. But it could also have this other function, as a holder for the candle. 

Now you are probably wondering how this experiment is related to productive employees. Dunker’s 1945 experiment has since been used by business psychologists. For example, business professor Sam Glucksberg of Princeton University used this experiment. He wanted to find out the power of rewards for motivating people, so here's what he did with Duncker’s experiment. He told one group of experiment participants, "I want to find out how long it usually takes someone to attach this candle to the wall, so do it as quickly as you can." He did not offer this group any reward. However, he offered rewards to a second group. He told the second group, "If you're one of the fastest participants, you get fifty dollars. If you're the fastest, you get two hundred dollars." So, the second group could earn rewards of $50 to $200, depending on how fast they were. You probably think that the second group solved the problem faster. Actually, they were slower. It took them, on average, three and a half minutes longer. That’s right, rather than doing it faster, it took them three and a half minutes longer. That makes no sense, right? People expect that a reward will increase creativity, but it does just the opposite. It blocks creativity. Experimenters have found that rewards actually keep people from being creative. 

To help explain the results of this experiment, I am going to explain two psychological terms: extrinsic motivators and intrinsic motivators. An extrinsic motivator is something that motivates you from the outside; for example, a wage increase is an extrinsic motivator because that comes from outside; more money motivates you from the outside. Intrinsic motivators, however, are motivators that come from within a person. An example of an intrinsic motivator is doing a good job because you think your work is important. Your internal belief of the importance of your work helps you do a good job. Research shows that extrinsic rewards work well for tasks which are simple and mechanical, such as the repetitive jobs that many factory workers do. Rewards narrow our focus and concentrate the mind; that's why they work in mechanical tasks. So, for tasks that only need a narrow focus, extrinsic motivators work well. However, for most real-world problems, the solution is not right in front of you. You have to search for it. A reward, however, narrows our focus and keeps us from seeing all the possibilities.

Let me tell you why this is so important. In the 21st century, many mechanical tasks are done by machines. Computer programs can do repetitive tasks faster than humans. As a result, fewer and fewer jobs involve mechanical, repetitive tasks. What really matters in most jobs is creative ability. The solutions to the real-world problems that employees face are not obvious. If we want high performance on 21st century tasks, people need to be creative, so they need intrinsic motivation. In order to think creatively, people need a desire to do things because they matter, because they like doing them, and because they are part of something important. 

Let me give you some examples of companies successfully using intrinsic motivation. Have you heard of Atlassian? Atlassian is an Australian software company. Beginning a couple of years ago, Atlassian occasionally told its computer programmers, "For the next 24 hours, work on anything you want, as long as it's not part of your regular job. You have 24 hours to do whatever you like." Their programmers felt this gave them a chance to do something important. And in just one day, computer programmers managed to produce many innovative software solutions. This worked so well that Atlassian started giving their computer programmers something called “20 Percent Time”. That means they can spend 20% of their time working on anything they want. Do you know what happened when Atlassian started doing this? 20 Percent Time was so productive at Atlassian that big, global companies heard about it and started using it, too. For example, Google now gives its programmers 20 Percent Time, and about half of its new products, including well-known ones like Gmail, are created during that time. That’s really productive! 50% of Google’s new products, including famous products like Gmail and Google News, have resulted from 20 Percent Time.

A few companies are trying something even more radical. They let their employees come to the office when they want. Employees don't have to arrive at the office at a certain time or stay until a definite time. They just have to get their work done. They only need to be at work when there is a scheduled meeting. So, people have complete freedom over their time except for required meetings. What happens? Productivity goes up, worker satisfaction goes up, and fewer employees leave the company. Increasing employees’ intrinsic motivation by valuing their time raises their productivity and their job satisfaction and keeps them from leaving the company.  

Let me finish by saying studies in motivation and productivity confirm what we already know in our hearts. The secret to high performance today isn't the rewards and punishments that worked in many jobs last century. The secret is to get employees to do things because they like them and because they believe their work matters. If employees do things because they believe in them, they can change the world, making it a happier, more productive place. I hope you have a chance to apply these ideas in the places where you work. Thank you for listening.



NOTE-TAKING GUIDE
Take notes using the headings below while listening to the lecture called Productive Employees. You will hear the lecture ONLY ONCE.
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