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Motivational Outlooks vary significantly from the 

traditional point of view of motivation, which is 

people are either intrinsically or extrinsically 

motivated. By better understanding the range of 

motivational outlooks (see image to right), we can 

better support and nurture optimal performance. 

 

Basic Psychological Needs (BPN) 

BPNs are the conditions required for intrinsic 

motivation. A deficiency in one or more areas can 

diminish levels of motivation or push motivation 

to be more externalized. The consideration for 

BPNs are equally as relevant when it comes to 

home and work life as they are often intertwined. 

If someone is stuck in, or fixated on, an externalized motivational state, consider their status with 

respect to C-A-R. 

Competence: The ability to consistently and successfully accomplish a task/job. 

Autonomy: The free will/independence to exercise choice.  

Relatedness: Having relations/connections with others, often around a common concept. 

 

Internalized Motivational Outlooks 

Intrinsic (internal) 

Pure intrinsic motivation is the highest, most desired form of motivation. This is where the 

person is finding high levels of joy and fulfillment in their work. Having employees consistently 

here can be a challenge, but a healthy and supportive organizational culture will nurture this.  

Attributes of Worker 

- Self-starter 

- Ownership/pride 

- Independent 
- Excited/enthusiastic 

- Invested 

 

Supports from Leadership 

- Check-in 

- Offer new 

opportunities 
- Empower 

- Get out of their way 

 

Considerations 

Empowering individuals without 

regular check-ins is risky. It is 

important to keep tabs on progress to 
ensure that it is consistent with the 

organizational trajectory. Some 

“over” empower which can 
sometimes become benign neglect.  
 

 

Externalized Motivational Outlooks 

Identified (somewhat internal, but impetus is external) 

The key to this is the shift the employee makes to accept and begin to recognize the inherent 

value of the task, both to the organization and to the self. Identified is an internalizing process. 
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Black River PM LLC is an Idaho-based business consultancy firm that utilizes peer-reviewed psychology 
and business research to address workplace performance issues. Through our 3P+P approach (People, 

Place, Process + Person) we position leaders to deploy research-based, sustainable practices that 
accurately align with their organization’s goals, values, and culture.  

Attributes of Worker 
- Cautiously optimistic 

- Receptive 

- Interested/invested 

- High levels of trust for the 
organization will help 

individual accept/embrace 

idea 

Supports from Leadership 
- Feedback 

- Encouragement 

- Coaching 

- Aligning 
- Listening 

- Trust 

 

Considerations 
Confidence may be low due to 

uncertainty. To move individual 

more towards internalization, 

help them talk through the 
situation and help them arrive at 

solutions that are in line with the 

task. 
 

 

Imposed (somewhat external) 

This motivational outlook is challenging because it is a form of extrinsic motivation that people 

seldom consider. In fact, it can best be understood as “compliance”. With compliance we often 

limit a person’s ability to choose and, instead, we undermine the person’s role in the decision and 

implementation process. There is no doubt that many things require compliance, such as safety, 

certain trainings, etc. However, when possible, leadership and management should reconsider the 

need to impose, and look to help the individual or team identify with the task at hand. This is 

often a missed opportunity during change management processes. 

Attributes of Worker 

- Action without buy-in 

- Hesitancy/reluctance 
- Failing to recognize 

the value – merely 

doing it for the 
company 

Supports from Leadership 

- Listening 

- Re-calibrating 
- Supporting 

- Soliciting input 

- Enhance self-
availability/approachability  

Considerations 

Many managerial commands 

and expectations are imposed 
but with good intentions. The 

key here is to be mindful of 

this and work to include the 
person’s interests and goals to 

find alignment. 
 

 

Extrinsic (Carrots & Sticks)  

This is the truest form of externalized motivation. Extrinsic can be further categorized as 

“material” or “social”. Material is doing things for rewards – the focus is on the bonus, extra 

time off, incentive, etc. (think – the “carrot”). The social aspect is about doing things for 

acceptance by peers, supervisors, etc. Also, the concept of the “stick” as a form of punishment or 

threat is external reinforcement. 

Attributes of Worker 

- Focused on the 

reward  

- When reward wanes, 
performance follows 

- Overtime, diminished 

satisfaction with 
reward level 

- “What’s in it for 

me?” 

Supports from Leadership 

The goal here is to move as 

quickly out of this phase as 

possible. Two considerations:  
i) how is the C-A-R? 

ii) what can be done in the 

system (company) to move 
towards a more intrinsic 

framework? 

Considerations 

Years of research have consistently 

arrived at incentives as being a poor 

way to influence sustainable 
performance. Bonuses and other 

rewards can be an aspect of a reward 

system, but people should recognize 
the unintended/overlooked risks of 

altering or removing such things. 
 

  


