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Motivation To Work Frederick Herzberg 1959

motivation to work frederick herzberg 1959 Understanding what motivates employees has been a central concern for
managers, organizational psychologists, and HR professionals for decades. Among the numerous theories developed to explain
workplace motivation, Frederick Herzberg’s 1959 two-factor theory remains one of the most influential and widely studied
frameworks. Herzberg’s research provided fresh insights into the factors that lead to job satisfaction and dissatisfaction,
fundamentally altering how organizations approach employee motivation and job design. In this article, we explore the
motivation to work according to Frederick Herzberg's 1959 theory, contextualize its significance within organizational
behavior, and examine its implications for management practices. Whether you are a business leader, HR professional, or
student of organizational psychology, understanding Herzberg’s motivation theory can help in designing workplaces that foster
engagement, satisfaction, and productivity.

Context and Background of Herzberg’s Motivation Theory

Frederick Herzberg was a renowned American psychologist whose research in the late 1950s aimed to understand the factors
that influence employee motivation and satisfaction. His seminal study, often referred to as the two-factor theory or motivation-
hygiene theory, was based on interviews with 203 accountants and engineers. Herzberg asked participants to describe times
when they felt particularly good or bad about their jobs and to explain why. From this qualitative data, Herzberg identified two
distinct sets of factors influencing employee attitudes towards work: - Factors that cause job dissatisfaction when absent or
inadequate - Factors that lead to job satisfaction when present Herzberg's groundbreaking insight was that these are not
simply two ends of a single continuum but are separate dimensions influencing motivation and satisfaction independently.

The Two-Factor Theory: An Overview

Herzberg's two-factor theory divides workplace factors into two categories:



Hygiene Factors (Dissatisfaction Factors)
These are extrinsic elements related to the work environment. Their presence does not motivate employees but their absence
or inadequacy causes dissatisfaction. Common hygiene factors include: - Salary and wages - Company policies and
administration - Job security - Working conditions - Interpersonal relationships - Supervisory quality When hygiene factors are
not adequately addressed, employees may feel dissatisfied, demotivated, or unhappy. However, improving these factors alone
does not necessarily increase motivation or job satisfaction.

Motivator Factors (Satisfaction Factors)
These are intrinsic elements related to the work content itself. Their presence enhances motivation and leads to job
satisfaction. Motivator factors include: - Achievement - Recognition - The work itself (interest and challenge) - Responsibility -
Advancement and career growth - Personal growth According to Herzberg, true motivation arises from these factors, which
fulfill employees' psychological needs for achievement and self-actualization.

Implications of Herzberg’s Motivation to Work Theory

Herzberg's theory has profound implications for how organizations design jobs, manage employees, and foster motivation.

1. Focus on Motivator Factors to Promote Satisfaction
Organizations should aim to enrich jobs with motivator factors. This includes providing opportunities for achievement,
recognition, meaningful work, responsibility, and personal development. When employees find their work engaging and
fulfilling, their motivation and productivity tend to increase.

2. Address Hygiene Factors to Prevent Dissatisfaction
While improving hygiene factors may not increase motivation, neglecting them can lead to dissatisfaction and turnover. It is
essential to ensure a fair salary, safe working conditions, clear policies, and good relationships with supervisors and
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colleagues.

3. Redesign Jobs for Greater Motivation
Job enrichment strategies—such as enlarging tasks, increasing autonomy, and providing opportunities for advancement—can
stimulate motivator factors, leading to higher job satisfaction.

4. Manage Expectations and Employee Needs
Understanding that hygiene factors prevent dissatisfaction but do not motivate helps managers set realistic expectations and
focus on intrinsic motivators for long-term engagement.

Practical Applications of Herzberg’s Theory in the Workplace

Implementing Herzberg’s motivation theory can lead to tangible improvements in organizational performance. Here are some
practical ways to apply his insights:

Job Enrichment and Design
- Increase task variety and autonomy: Allow employees to take ownership of their work. - Provide opportunities for recognition:
Celebrate achievements and milestones. - Offer advancement pathways: Create clear career progression plans.

Enhancing Hygiene Factors
- Ensure competitive compensation: Keep wages fair and transparent. - Maintain safe and comfortable working conditions:
Regularly assess and improve the physical environment. - Develop fair policies: Communicate policies clearly and ensure
consistency. - Foster positive interpersonal relationships: Promote teamwork and open communication.



Developing a Motivational Culture
- Encourage employee participation in decision-making. - Recognize individual contributions publicly. - Support continuous
learning and skill development.

Critiques and Limitations of Herzberg’s Theory

While Herzberg’s two-factor theory has been influential, it is not without criticism: - Cultural Bias: The original study was
conducted in a specific cultural context, and responses may vary across cultures. - Methodological Concerns: The use of self-
reporting and retrospective accounts can introduce bias. - Oversimplification: Human motivation is complex; some factors may
overlap or influence each other. - Applicability: Not all jobs or individuals fit neatly into Herzberg’s categories. Despite these
limitations, Herzberg’s theory remains a valuable tool for understanding workplace motivation and designing motivating jobs.

Conclusion

Frederick Herzberg’s 1959 motivation to work theory offers profound insights into what drives employee satisfaction and
engagement. By distinguishing between hygiene factors and motivator factors, Herzberg provided a nuanced understanding
that organizations can leverage to improve job design, increase motivation, and reduce dissatisfaction. To foster a motivated
and productive workforce, managers should focus on eliminating dissatisfaction through adequate hygiene factors while
simultaneously enriching jobs with motivator factors. This dual approach can lead to a more engaged, satisfied, and high-
performing team. In an era where employee engagement is critical to organizational success, Herzberg’s motivation theory
remains a timeless framework that guides effective management practices. By understanding and applying these principles,
organizations can create workplaces where employees thrive, feel valued, and are motivated to contribute their best every day.

Motivation to Work: An In-Depth Analysis of Frederick Herzberg’s 1959 Theory In the realm of organizational psychology and
management, few theories have had as profound and lasting an impact as Frederick Herzberg’s 1959 Motivation-Hygiene
Theory, often dubbed the Two-Factor Theory. Herzberg's groundbreaking work offers a nuanced understanding of what truly
motivates employees, challenging traditional notions that solely focus on rewards or punishments. As businesses and
institutions strive to foster engaging, productive workplaces, Herzberg’s insights remain highly relevant, providing a blueprint
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for effective motivation strategies. In this comprehensive review, we will dissect Herzberg’s Motivation to Work theory, explore
its foundational concepts, analyze its implications for modern management, and evaluate its strengths and limitations. Whether
you are a HR professional, a manager, or an organizational psychologist, understanding Herzberg’s framework equips you with
the tools to cultivate a motivated, satisfied workforce.

Foundations of Herzberg’s Motivation to Work Theory

Frederick Herzberg’s motivation theory emerged from his pioneering research in the late 1950s, particularly his 1959 book
The Motivation to Work. Herzberg’s approach was distinctive because it shifted the focus from external rewards and
punishments to internal factors—what truly drives individuals to perform and find satisfaction in their work. The Context of
Herzberg’s Study Herzberg conducted a series of interviews with engineers and accountants, asking them to recount times
when they felt exceptionally good or bad about their jobs. This qualitative method aimed to uncover the underlying factors
influencing their feelings of motivation and satisfaction. The Dual-Factor Model Herzberg’s core contribution was the
development of a dual-factor model that delineates two distinct sets of factors affecting employee motivation: - Hygiene Factors
(Maintenance Factors) - Motivator Factors (Satisfiers) The distinction is critical: hygiene factors are necessary to prevent
dissatisfaction, but they do not necessarily create motivation or satisfaction. Conversely, motivator factors directly influence an
individual’s sense of achievement and personal growth.

The Two-Factor Theory Explained

Hygiene Factors: The Absence of Dissatisfaction Herzberg identified several hygiene factors, which are extrinsic elements
associated with the work environment. These factors, when inadequate, lead to dissatisfaction; however, their presence alone
does not produce satisfaction. Key Hygiene Factors include: - Salary and compensation - Company policies and administration -
Working conditions - Job security - Interpersonal relationships with colleagues and supervisors - Status and status symbols -
Personal life and work-life balance Implications: If hygiene factors are not adequately addressed, employees may become
dissatisfied, demotivated, or experience stress. For example, poor working conditions or low pay can cause dissatisfaction. Yet,
their improvement beyond a certain point doesn’t necessarily enhance motivation; they merely eliminate dissatisfaction.
Motivator Factors: The Drivers of Satisfaction Motivator factors are intrinsic to the nature of the work itself. They lead to



higher levels of motivation, engagement, and job satisfaction when present. Key Motivator Factors include: - Achievement -
Recognition for accomplishments - The work itself (interest, challenge) - Responsibility - Opportunities for growth and
advancement - Personal development - The sense of meaningfulness and purpose Implications: The presence of these factors
fosters genuine satisfaction and motivates employees to perform at their best. For instance, providing meaningful work and
opportunities for recognition can significantly boost morale and productivity.

Practical Applications of Herzberg’s Theory

Herzberg’s dual-factor model offers valuable guidance for organizations seeking to enhance employee motivation.
Implementing this theory involves strategic interventions across both hygiene and motivator factors. Addressing Hygiene
Factors While hygiene factors do not create motivation, neglecting them can lead to dissatisfaction, which hampers overall
productivity. Practical steps include: - Ensuring fair and competitive compensation packages - Maintaining safe, clean, and
comfortable work environments - Clarifying company policies and procedures - Providing job security and stability -
Encouraging respectful and positive interpersonal relationships Enhancing Motivator Factors To foster high motivation and
satisfaction, organizations should focus on intrinsic motivators: - Designing challenging and meaningful work that aligns with
employees’ skills and interests - Recognizing and rewarding achievements authentically - Offering opportunities for skill
development and career progression - Delegating meaningful responsibilities to instill a sense of ownership - Cultivating a
culture of continuous improvement and personal growth Strategic Integration The key takeaway from Herzberg’s model is that
organizations should aim to eliminate dissatisfaction by addressing hygiene factors and simultaneously promote motivation
through motivator factors. A balanced approach ensures a more engaged, committed workforce.

Critical Analysis of Herzberg’s Motivation Theory

Although Herzberg’s theory has been influential, it is not without critique. A nuanced understanding of its strengths and
limitations helps managers and practitioners apply it effectively. Strengths - Focus on Intrinsic Motivation: Herzberg’s
emphasis on intrinsic factors aligns with modern motivational psychology, emphasizing personal growth and meaningful work.
- Practical Guidance: The dual-factor model provides a clear framework for organizational intervention. - Challenging
Traditional Views: It moves beyond extrinsic rewards, highlighting the importance of job design and intrinsic satisfaction.
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Limitations - Methodological Concerns: Herzberg’s reliance on self-reported data and the “critical incident technique” may
introduce bias. - Cultural and Contextual Variability: The factors identified may differ across cultures and industries, limiting
universal applicability. - Simplification of Complex Motivations: Human motivation is multifaceted; reducing it to hygiene and
motivator factors may oversimplify reality. - Assumption of Independence: The model assumes hygiene factors and motivators
operate independently, which may not always be accurate. Contemporary Perspectives Modern research suggests integrating
Herzberg’s insights with other motivational theories—such as Self-Determination Theory, Goal-Setting Theory, and Expectancy
Theory—to develop a more holistic approach.

Implications for Modern Workplaces

In today’s rapidly evolving work environment, Herzberg’s principles remain remarkably relevant. As organizations adapt to
remote work, gig economies, and technological disruptions, understanding what motivates employees is crucial. Remote Work
and Flexibility Flexible work arrangements can address hygiene factors like work environment and job security, reducing
dissatisfaction. Simultaneously, providing meaningful projects and opportunities for growth addresses motivator factors.
Employee Engagement and Well-Being Organizations investing in employee well-being, recognition programs, and professional
development are aligning with Herzberg’s emphasis on intrinsic motivators. These initiatives foster loyalty, innovation, and
high performance. Leadership and Culture Leadership styles that recognize individual contributions, empower employees, and
create a sense of purpose are aligned with Herzberg’s motivator factors. Cultivating such a culture can lead to sustained
motivation even in challenging times.

Conclusion: The Enduring Relevance of Herzberg’s Motivation to
Work Theory

Frederick Herzberg’s 1959 theory offers a compelling lens through which to view employee motivation. Its distinction between
hygiene factors and motivator factors underscores the importance of both preventing dissatisfaction and actively cultivating
satisfaction. By addressing extrinsic needs and fostering intrinsic engagement, organizations can create environments where
employees thrive, innovate, and remain committed. While it is essential to recognize its limitations and contextual nuances,



Herzberg’s dual-factor model provides a foundational framework for modern HR strategies, leadership development, and
organizational design. As workplaces continue to evolve, integrating Herzberg’s insights with contemporary motivational
theories will ensure that organizations remain adaptive and employee-centric. Ultimately, understanding what truly motivates
workers is not just a management strategy—it is a pathway to building resilient, motivated, and high-performing organizations
that can adapt to the challenges of the future.

Questions & Answers About motivation to work frederick herzberg
1959

No Question Answer

1 What is Frederick Herzberg's main
concept of motivation in his 1959 study?

Herzberg's main concept is that motivation arises from two factors:
hygiene factors that prevent dissatisfaction and motivators that promote
satisfaction and engagement.

2 How does Herzberg differentiate between
hygiene factors and motivators?

Hygiene factors include salary, work conditions, and company policies,
which prevent dissatisfaction. Motivators such as achievement,
recognition, and responsibility directly increase job satisfaction.

3 Why is Herzberg's 1959 theory considered
a significant contribution to motivation at
work?

It shifted focus from only addressing dissatisfaction to actively promoting
factors that enhance motivation and job satisfaction, influencing modern
job design and management practices.

4 What practical applications does
Herzberg’s motivation theory have for
managers?

Managers can improve motivation by ensuring hygiene factors are
adequate and by increasing motivators like recognition, responsibility,
and opportunities for achievement.

5 How does Herzberg's two-factor theory
relate to employee satisfaction?

The theory suggests that employee satisfaction is primarily driven by
motivators, whereas dissatisfaction stems from hygiene factors; both must
be managed effectively for optimal motivation.

6 What are some examples of motivators
according to Herzberg?

Examples include challenging work, recognition, responsibility,
advancement, and personal growth.
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7 What criticism has Herzberg's 1959
motivation theory faced?

Critics argue that the theory oversimplifies motivation, assumes a clear
separation between hygiene factors and motivators, and may not apply
universally across different cultures or industries.

8 How can understanding Herzberg's
motivation theory improve employee
engagement?

By addressing hygiene factors to prevent dissatisfaction and enhancing
motivators to foster satisfaction, organizations can create more engaging
and fulfilling work environments.

9 In what ways did Herzberg's 1959 study
influence modern organizational
behavior?

It influenced the development of job enrichment, employee recognition
programs, and approaches that focus on intrinsic motivators to boost
productivity and satisfaction.

10 What is the core message of Herzberg's
1959 motivation to work theory?

The core message is that true motivation comes from meaningful work
and recognition (motivators), while proper hygiene factors are necessary
to prevent dissatisfaction but do not motivate on their own.

motivator-hygiene theory, two-factor theory, job satisfaction, work motivation, intrinsic factors, extrinsic factors, Frederick
Herzberg, employee motivation, job enrichment, workplace satisfaction
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