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Herzberg The Motivation To Work 1959

Herzberg the Motivation to Work 1959 Frederick Herzberg's seminal work, "The Motivation to Work,"
published in 1959, revolutionized the understanding of employee motivation and job satisfaction. Herzberg's
research introduced a two-factor theory that differentiates between motivating factors and hygiene factors,
providing a nuanced perspective on what drives individuals to perform and feel fulfilled in their work. This
article delves into Herzberg's motivation theory, exploring its core concepts, implications for management, and
its enduring influence on organizational practices.

Introduction to Herzberg's Motivation Theory

Herzberg’s motivation theory, also known as the Two-Factor Theory or Dual-Factor Theory, emerged from his
detailed research involving interviews with professionals across various industries. Herzberg sought to
understand what factors contributed to job satisfaction and dissatisfaction, challenging earlier notions that
these were opposite ends of the same spectrum.

Core Concepts of Herzberg's Two-Factor Theory

Herzberg's theory posits that there are two distinct sets of factors influencing an employee's attitude towards
work:

Hygiene Factors

Hygiene factors are extrinsic elements associated with the work environment. Their presence does not



necessarily motivate employees but their absence can cause dissatisfaction. These include:

Company policies and administration1.
Supervision quality2.
Working conditions3.
Salary and benefits4.
Interpersonal relationships5.
Job security6.

Ensuring adequate hygiene factors can prevent dissatisfaction but does not inherently motivate employees to
perform better.

Motivating Factors

Motivating factors are intrinsic to the work itself and directly influence job satisfaction and motivation. These
include:

Achievement1.
Recognition for accomplishments2.
The work itself (interest, challenge, responsibility)3.
Opportunities for advancement4.
Personal growth and development5.

Presence of these factors leads to higher motivation, engagement, and satisfaction.
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Implications of Herzberg’s Theory for Managers

Understanding Herzberg’s dual-factor model allows managers to design strategies that not only prevent
dissatisfaction but also actively promote motivation.

Addressing Hygiene Factors

- Ensure Fair Compensation: Competitive salaries and benefits are fundamental to prevent dissatisfaction. -
Improve Working Conditions: Safe, pleasant, and resourceful environments contribute to employee comfort. -
Clarify Policies and Procedures: Transparent and fair administrative policies reduce confusion and frustration. -
Foster Good Supervision and Interpersonal Relations: Respectful and supportive supervision improves morale.
While addressing hygiene factors is necessary, it is insufficient for fostering motivation.

Enhancing Motivating Factors

- Provide Challenging Work: Assignments that are meaningful and provide a sense of achievement. - Recognize
and Reward Performance: Acknowledging accomplishments boosts morale. - Offer Opportunities for Growth:
Training, promotion, and skill development enhance job satisfaction. - Encourage Responsibility and Autonomy:
Empower employees to make decisions, fostering ownership. By focusing on motivating factors, organizations
can cultivate a more committed and productive workforce.

Critical Analysis and Limitations of Herzberg’s Theory

While Herzberg's theory offers valuable insights, it has faced criticism and limitations.



Methodological Concerns

- The research relied heavily on the “critical incident technique,” which may be subjective. - The sample
primarily consisted of engineers and accountants, limiting generalizability across diverse populations.

Applicability Across Cultures and Industries

- Cultural differences may influence perceptions of motivation and satisfaction. - Some industries may prioritize
hygiene factors differently, affecting the theory's universality.

Overemphasis on Intrinsic Factors

- The theory suggests intrinsic factors are primary motivators, but external factors like economic needs can
overshadow intrinsic motivations. Despite these limitations, Herzberg’s model remains influential in
understanding workplace motivation.

Modern Applications of Herzberg's Motivation Theory

Organizations continue to apply Herzberg’s principles in various ways:

Job Design and Enrichment

- Implementing job rotation, enlargement, and enrichment to increase intrinsic motivation. - Designing roles
that provide autonomy, responsibility, and recognition.
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Performance Management

- Setting SMART goals that foster achievement and growth. - Incorporating recognition programs to motivate
employees.

Organizational Culture and Employee Engagement

- Fostering a culture that values employee contributions. - Creating meaningful work environments aligned with
intrinsic motivators.

Conclusion

Herzberg's "The Motivation to Work" (1959) remains a cornerstone in organizational psychology and
management. By distinguishing between hygiene and motivating factors, Herzberg provided a framework for
understanding why employees feel satisfied or dissatisfied and how to strategically foster motivation. Modern
organizations that recognize the importance of both preventing dissatisfaction and promoting intrinsic
motivators can build more engaged, productive, and satisfied workforces. Although the theory has limitations,
its core principles continue to inform effective management practices and employee development strategies,
demonstrating its enduring relevance decades after its inception.

Herzberg’s Motivation to Work (1959): A Deep Dive into the Two-Factor Theory In the realm of organizational
psychology and management, few theories have had as profound and lasting an impact as Frederick Herzberg’s
Motivation to Work, published in 1959. This groundbreaking work introduced a nuanced perspective on
employee motivation, challenging traditional notions and laying the foundation for modern motivational
strategies. As an expert review, this article aims to explore Herzberg’s theory in detail, analyzing its core
principles, implications, strengths, and limitations, offering a comprehensive understanding of this influential



model.

Introduction to Herzberg’s Motivation to Work (1959)

Frederick Herzberg, a renowned American psychologist, sought to understand what truly drives employees to
perform and remain committed in their jobs. His research diverged from the conventional wisdom of the time,
which primarily focused on external rewards such as pay and benefits. Instead, Herzberg emphasized the
importance of intrinsic factors—those related to the nature of the work itself and personal growth—over
extrinsic factors. Herzberg's motivation to work is often summarized through his Two-Factor Theory, also known
as the Motivation-Hygiene Theory. The core idea is that there are two distinct sets of factors influencing job
satisfaction and dissatisfaction, which operate independently of each other. Recognizing this distinction is
crucial for managers aiming to foster motivated, satisfied, and productive employees.

Core Principles of Herzberg’s Two-Factor Theory

Herzberg’s theory posits that job satisfaction and dissatisfaction are not simply opposite ends of the same
spectrum but are influenced by different factors. Understanding these factors is essential for effective
motivation strategies.

1. Hygiene Factors (Dissatisfaction Factors)

Hygiene factors are extrinsic elements related to the work environment. When these factors are inadequate or
absent, employees tend to experience dissatisfaction. However, their presence does not necessarily lead to
increased satisfaction or motivation. Key hygiene factors include: - Company policies and administration -
Supervision quality - Working conditions - Salary and wages - Job security - Interpersonal relationships - Work-
life balance Implication: Improving hygiene factors can eliminate dissatisfaction but does not necessarily
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improve motivation or job satisfaction. For example, increasing wages may reduce dissatisfaction but won’t
make employees more motivated or committed if other intrinsic factors are lacking.

2. Motivator Factors (Satisfaction Factors)

Motivator factors are intrinsic elements related to the nature of the work and personal growth. When these
factors are present, they lead to higher satisfaction, motivation, and a sense of achievement. Key motivator
factors include: - Achievements and recognition - The work itself (interest, challenge) - Responsibility -
Advancement opportunities - Personal growth and development - The degree of work autonomy Implication:
Enhancing motivator factors can elevate job satisfaction and motivate employees towards higher performance.
For instance, providing meaningful work and opportunities for recognition can significantly boost morale and
productivity.

Understanding the Independence of Factors

One of Herzberg’s critical contributions is the assertion that hygiene and motivator factors operate
independently. This means: - Addressing hygiene factors can prevent dissatisfaction but won't create
satisfaction or motivation. - Enhancing motivator factors can lead to satisfaction and increased motivation,
even if hygiene factors are at an acceptable level. This duality underscores the importance of a balanced
approach in management strategies—simply fixing hygiene issues without fostering motivator factors may lead
to a neutral or stagnant work environment.

Practical Implications for Management

Herzberg’s theory has profound implications for how organizations design jobs, manage employees, and
develop policies.



1. Focus on Job Enrichment

To motivate employees, managers should aim for job enrichment, which involves redesigning jobs to include
more meaningful tasks, responsibility, and opportunities for achievement. Strategies include: - Increasing task
variety and complexity - Providing autonomy - Recognizing achievements - Offering opportunities for personal
growth

2. Improve Hygiene Factors

While not sufficient alone, ensuring hygiene factors are adequately addressed is essential to prevent
dissatisfaction. This involves: - Fair and competitive compensation - Clear company policies - Supportive
supervision - Good working conditions - Fostering positive interpersonal relationships

3. Tailor Motivation Strategies

Since motivation is inherently individual, effective management involves understanding what motivates each
employee and designing personalized strategies accordingly.

Strengths of Herzberg’s Motivation to Work (1959)

Herzberg’s theory has been influential because of several key strengths: - Focus on Intrinsic Motivation: By
emphasizing internal factors, Herzberg shifted the focus from external rewards to personal growth and
fulfillment. - Practical Application: The concepts of job enrichment and redesign have been widely adopted in
organizational development. - Clarity in Differentiation: Clearly distinguishes between factors that cause
dissatisfaction and those that promote satisfaction, helping managers prioritize actions.
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Limitations and Criticisms of Herzberg’s Theory

Despite its significant contributions, Herzberg’s theory is not without criticism: - Methodological Concerns: The
research primarily relied on the critical incident technique, which could be subjective and prone to bias. -
Cultural Bias: The theory was developed based on American engineers and accountants; its applicability across
cultures and industries may vary. - Simplification: Human motivation is complex; reducing it to two factors
might oversimplify diverse motivational drivers. - Overlap of Factors: Some factors, like recognition, may serve
as both hygiene and motivator depending on context and individual perception.

Modern Relevance and Applications

Herzberg’s motivation to work remains relevant today, particularly in: - Job Design and Enrichment: Modern
organizations emphasize meaningful work, autonomy, and personal development—core motivator factors. -
Employee Engagement: Recognizing the importance of intrinsic motivation aligns with contemporary
engagement strategies. - Performance Management: Tailoring recognition and responsibility can foster higher
motivation and retention. - Organizational Culture: Creating environments that minimize dissatisfaction
(through fair policies) and promote motivation (through recognition and growth opportunities).

Conclusion: The Lasting Impact of Herzberg’s 1959 Theory

Herzberg’s Motivation to Work and his Two-Factor Theory have profoundly shaped our understanding of
employee motivation. By distinguishing between hygiene and motivator factors, Herzberg provided a nuanced
framework that continues to inform management practices, job design, and organizational development. While
not without its limitations, the theory underscores the importance of fostering intrinsic motivation and
designing enriching work environments to achieve sustained employee satisfaction and productivity. In today’s



competitive and dynamic workplaces, integrating Herzberg’s insights can lead to more motivated, engaged,
and fulfilled employees—ultimately driving organizational success. As management continues to evolve,
Herzberg’s foundational work remains a vital touchstone for understanding what truly motivates people at
work.

Questions & Answers About herzberg the motivation to work 1959

No Question Answer

1 What are the main components of
Herzberg's Two-Factor Theory
introduced in 1959?

Herzberg's Two-Factor Theory identifies 'Hygiene Factors' (such
as salary, work conditions) that prevent dissatisfaction, and
'Motivators' (like achievement, recognition) that promote job
satisfaction and motivation.

2 How does Herzberg's 1959 theory
differentiate between job satisfaction
and dissatisfaction?

Herzberg's theory suggests that factors causing satisfaction
(motivators) are different from those causing dissatisfaction
(hygiene factors). Improving hygiene factors prevents
dissatisfaction but doesn't necessarily increase satisfaction,
whereas motivators directly enhance motivation.

3 In what ways has Herzberg's 1959
motivation theory influenced modern
organizational practices?

Herzberg's theory has led organizations to focus on enriching
jobs with meaningful tasks, recognition, and opportunities for
achievement, aiming to increase employee motivation and job
satisfaction rather than solely addressing hygiene factors.

4 What criticisms or limitations have
been associated with Herzberg's
'Motivation to Work' theory since its
publication in 1959?

Critics argue that Herzberg's theory may oversimplify motivation,
as it relies heavily on self-reporting and may not account for
cultural differences or individual variability in what motivates
employees.
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5 How can managers apply Herzberg's
1959 theory to improve employee
motivation today?

Managers can enhance motivators by providing meaningful work,
recognition, and opportunities for growth, while ensuring hygiene
factors like fair pay and good working conditions are adequately
maintained to prevent dissatisfaction.

Herzberg, motivation, work satisfaction, hygiene factors, motivators, job enrichment, two-factor theory,
employee motivation, job satisfaction, workplace factors
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