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Understanding what motivates employees remains a
crucial challenge for organizations worldwide.
Frederick Herzberg's seminal 1959 study, often
freely accessible online in summarized forms,
profoundly impacted our understanding of job
satisfaction and employee motivation. This article
delves into Herzberg's Two-Factor Theory, exploring
its core concepts, practical applications, limitations,
and enduring legacy. We will examine Herzberg's
hygiene factors, motivator factors, the impact
on job design, and the theory's continued
relevance in modern workplaces.

Introduction: Deconstructing
Job Satisfaction
Herzberg's research, published in his influential
work, wasn't initially titled "Two-Factor Theory," but
the term accurately reflects its core finding. He
argued that job satisfaction and dissatisfaction aren't
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opposite ends of a single continuum, but rather stem
from two distinct sets of factors. This
groundbreaking insight, available for free in many
academic databases and online summaries,
challenges simplistic views of employee motivation.
Understanding this distinction is vital for managers
aiming to create a truly motivating work
environment.

Herzberg's Two-Factor Theory:
Hygiene and Motivators
Herzberg's Two-Factor Theory posits two categories
of factors influencing employee attitudes: hygiene
factors and motivators.

Hygiene Factors (Extrinsic Factors): These
factors, while not directly motivating, prevent
dissatisfaction. Think of them as necessary
conditions for a satisfactory work environment, but
not sufficient to create true job satisfaction.
Examples include:

Company policy and administration: Fair
and transparent policies are crucial.
Supervision: Supportive and competent
supervisors are essential.
Salary: Adequate compensation avoids
resentment but doesn't inherently motivate.
Interpersonal relationships: Positive
relationships with colleagues and supervisors
are critical.
Working conditions: A safe and comfortable
workspace matters.
Job security: The assurance of continued
employment is a significant factor.

Failure to address these hygiene factors leads to
dissatisfaction, but simply improving them doesn't
guarantee motivation. Imagine a well-paid employee
working in a comfortable office with great colleagues
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but feeling unchallenged and unfulfilled in their role
– the hygiene factors are met, but the motivational
factors are lacking.

Motivator Factors (Intrinsic Factors): These
factors are directly related to job satisfaction and
actively motivate employees. They are intrinsic to
the work itself, tapping into higher-level needs:

Achievement: A sense of accomplishment
and success in one's work.
Recognition: Acknowledging and
appreciating employees' contributions.
Work itself: The inherent interest and
challenge presented by the job.
Responsibility: The level of autonomy and
ownership employees feel over their tasks.
Advancement: Opportunities for growth,
promotion, and professional development.
Growth: The opportunity to learn and develop
new skills.

Addressing motivator factors directly leads to
increased job satisfaction and improved employee
performance. A challenging project with significant
responsibility, combined with recognition for
successful completion, is far more likely to motivate
an employee than a simple pay raise alone.

Practical Application and
Limitations of Herzberg's
Theory
Herzberg's research has significantly influenced
management practices. Organizations now actively
focus on job enrichment strategies to enhance
motivator factors, making jobs more challenging,
meaningful, and rewarding. This might include:

Job enlargement: Expanding job scope to
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include a broader range of tasks.
Job enrichment: Increasing the responsibility
and autonomy associated with a role.
Empowerment: Giving employees more
control over their work.
Cross-training: Providing opportunities for
employees to learn new skills.

However, Herzberg's theory isn't without limitations.
Critics point to methodological issues in the original
research, suggesting the findings might be
influenced by response bias. The sharp dichotomy
between hygiene and motivators has also been
questioned, with some arguing for a more nuanced
and integrated approach. Furthermore, the theory's
applicability may vary across different cultures and
occupational settings.

Herzberg's Enduring Influence
and Modern Relevance
Despite these criticisms, Herzberg's Two-Factor
Theory remains a cornerstone of organizational
behavior and management. Its emphasis on the
intrinsic aspects of work has led to a shift towards
more employee-centric approaches to management.
The focus on job design and creating challenging,
meaningful work remains highly relevant in today's
dynamic workplace, where employee engagement
and retention are critical concerns. The free
availability of summaries of his work ensures
continued accessibility and relevance for students
and practitioners alike. Many modern motivation
theories build upon or address the limitations
identified in Herzberg's work.

Conclusion: A Legacy of
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Motivation
Frederick Herzberg's 1959 research, readily
accessible even today, provides a fundamental
framework for understanding employee motivation.
While not without limitations, his Two-Factor
Theory's distinction between hygiene and motivator
factors continues to inform management practices
and job design strategies. By understanding and
applying the principles of Herzberg's theory,
organizations can create work environments that
both satisfy and motivate their employees, leading
to increased productivity, engagement, and
retention.

FAQ
Q1: Is Herzberg's Two-Factor Theory still
relevant today?

A1: Yes, despite its age and some methodological
criticisms, the core principles of Herzberg's theory
remain relevant. The distinction between factors that
prevent dissatisfaction (hygiene) and those that
promote satisfaction and motivation (motivators)
continues to be a useful framework for
understanding employee attitudes and designing
engaging work. However, it's important to apply the
theory with a nuanced understanding of its
limitations and incorporate insights from more
recent research.

Q2: How can I use Herzberg's theory in my
workplace?

A2: You can apply Herzberg's theory by focusing on
both hygiene and motivator factors. Ensure basic
needs like fair pay, safe working conditions, and
respectful supervision are met (hygiene). Then,
focus on enhancing motivator factors through job
enrichment, offering challenging assignments,
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providing opportunities for growth and development,
and recognizing employee contributions.

Q3: What are the main criticisms of Herzberg's
theory?

A3: Some criticisms include methodological flaws in
the original research (potentially biased self-
reported data), the artificial separation of hygiene
and motivator factors (they may interact more
complexly), and its limited applicability across
different cultures and job types. These limitations
don't invalidate the theory entirely, but suggest a
need for a more nuanced understanding.

Q4: How does Herzberg's theory differ from
Maslow's Hierarchy of Needs?

A4: While both theories address human needs and
motivation, they differ in their focus. Maslow's
hierarchy outlines a hierarchy of needs
(physiological, safety, belonging, esteem, self-
actualization), while Herzberg focuses specifically on
work-related factors. Herzberg's motivators relate
most closely to Maslow's higher-level needs (esteem
and self-actualization).

Q5: Can Herzberg's theory be applied to all
types of jobs?

A5: While the underlying principles are applicable
broadly, the specific hygiene and motivator factors
may vary across different job types and cultures. A
highly creative job might prioritize recognition and
challenging work (motivators), while a more routine
job might emphasize fair pay and job security
(hygiene).

Q6: What are some alternative theories of
motivation?

A6: Several other influential theories of motivation
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exist, including Expectancy Theory (Vroom), Goal-
Setting Theory (Locke), and Self-Determination
Theory (Deci and Ryan). These offer complementary
perspectives on what drives human behavior in the
workplace.

Q7: Where can I find Herzberg's original work?

A7: While access to the original 1959 publication
might require subscriptions to academic databases,
many summaries and interpretations of Herzberg's
Two-Factor Theory are freely available online
through academic journals and websites.

Q8: How can I measure the effectiveness of
applying Herzberg's theory?

A8: You can measure effectiveness through
employee surveys focusing on job satisfaction,
engagement levels, and performance metrics.
Qualitative data, such as interviews and focus
groups, can provide richer insights into employee
perceptions and experiences. Tracking turnover
rates and absenteeism can also provide indirect
indicators of the effectiveness of your efforts.

Unlocking Productivity: A Deep
Dive into Herzberg's
Motivation-Hygiene Theory
(1959)
Understanding what inspires employees to thrive is a
critical aspect of productive management. Frederick
Herzberg's seminal work on motivation, published in
1959, provides a strong framework for
understanding employee contentment and
productivity. This article will explore Herzberg's two-
factor theory, often referred to as the motivation-
hygiene theory, providing practical uses and
interpretations relevant to contemporary
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workplaces.

Herzberg's research, based on conversations with
employees in the Pittsburgh area, challenged
prevailing notions about job contentment. Instead of
focusing on a single scale of job satisfaction,
Herzberg found two distinct sets of factors that
determine employee attitudes and performance.
These are: hygiene factors and motivators.

Hygiene Factors: Preventing Dissatisfaction

Hygiene factors, also known as secondary factors,
don't essentially lead to increased motivation, but
their lack can cause substantial dissatisfaction. Think
of them as preventing disease rather than promoting
health. These factors relate primarily to the
workplace itself and include:

Company Policy and Administration:
Equitable policies, competent management,
and clear correspondence are crucial. Badly
designed policies or inept management can
quickly dishearten a workforce.

Supervision: Encouraging supervision that
offers guidance and feedback without being
overbearing is essential. Micromanagement
can be extremely demotivating.

Salary: While a competitive salary is crucial to
escape dissatisfaction, simply increasing
salaries won't fundamentally propel employees
to increased productivity. It's a basic need, not
a motivator.

Interpersonal Relationships: Cordial
relationships with colleagues and managers
are vital for job happiness. A negative work
atmosphere can severely weaken morale.

Working Conditions: A safe, well-maintained
and convenient work environment is vital for



Motivation To Work Frederick Herzberg 1959 Free
9

effectiveness. Dangerous or inconvenient
conditions can lead to stress and
dissatisfaction.

Motivators: Driving Achievement and
Engagement

Motivators, also known as intrinsic factors, are
directly related to the assignment itself and are
responsible for driving drive and increased
performance. These are factors that directly satisfy a
worker's need for advancement. Examples include:

Achievement: The feeling of accomplishment
and pride in completing a challenging task is a
powerful driver.

Recognition: Being recognized for
achievements is crucial for maintaining
motivation. This can include open recognition
like awards or personal feedback.

Work Itself: The task itself should be
challenging. Employees are more driven when
their job is significant and allows them to apply
their talents.

Responsibility: Being assigned responsibility
and freedom over one's task is a key driver.
Employees feel a sense of ownership and pride
in their assignment.

Advancement: Chances for progress and rise
are powerful drivers. Employees are propelled
by the prospect of improving new skills and
taking on more demanding roles.

Practical Applications and Implementation
Strategies

Herzberg's theory provides a valuable framework for
enhancing employee motivation and productivity.
Managers can use this theory by focusing on both



Motivation To Work Frederick Herzberg 1959 Free
10

hygiene factors and motivators:

Address Hygiene Factors: Ensure that basic
needs are met. This includes providing
sufficient salaries, protected working
conditions, and clear policies and procedures.

Enhance Motivators: Provide challenging
and meaningful jobs that allow employees to
employ their abilities. Provide regular input,
both positive and beneficial, and recognize
employee achievements.

Foster a Positive Work Environment:
Cultivate friendly interpersonal relationships
and promote teamwork.

Conclusion

Herzberg's motivation-hygiene theory remains a
applicable and impactful framework for
understanding employee motivation. By dealing with
both hygiene factors and motivators, organizations
can create a environment that fosters great levels of
employee satisfaction and effectiveness.
Understanding the difference between preventing
dissatisfaction and promoting motivation is key to
unlocking true employee potential.

Frequently Asked Questions (FAQs)

Q1: Is Herzberg's theory universally
applicable?

A1: While Herzberg's theory has been widely
influential, its universal applicability has been
debated. Cultural differences and individual
divergences can impact the appropriateness of its
findings.

Q2: How can I apply Herzberg's theory in a
small business setting?
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A2: Even in small businesses, addressing hygiene
factors (fair wages, safe work environment) and
fostering motivators (recognition, challenging work)
are crucial. Open dialogue and regular feedback are
particularly successful in smaller settings.

Q3: What are some criticisms of Herzberg's
theory?

A3: Some criticisms include methodological
deficiencies in the original research and the
subjectivity involved in employee self-reporting.
Furthermore, the distinct separation between
hygiene factors and motivators has been questioned
by some researchers.

Q4: How does Herzberg's theory compare to
other motivation theories?

A4: Herzberg's theory contrasts with theories like
Maslow's hierarchy of needs, which focus on a
hierarchical progression of needs. While both offer
helpful insights, Herzberg's model highlights the
distinct roles of hygiene factors and motivators in
influencing employee fulfillment and output.
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