Herzberg's Motivation-Hygiene Theory


To better understand employee attitudes and motivation, Frederick Herzberg performed studies to determine which factors in an employee's work environment caused satisfaction or dissatisfaction. He published his findings in the 1959 book The Motivation to Work.

The studies included open question interviews in which employees where asked what pleased and displeased them about their work. Herzberg found that the factors causing job satisfaction were different from those causing job dissatisfaction. He developed the motivation-hygiene theory to explain these results. He called the satisfiers motivators and the dissatisfiers hygiene factors. He considered hygiene to mean maintenance factors that are necessary to avoid dissatisfaction but that by themselves do not provide satisfaction.

The following table presents the main factors causing dissatisfaction and the top main ones leading to satisfaction, listed in the order of higher to lower importance.

Factors Affecting Job Attitudes

	Causing Dissatisfaction
	   Leading to Satisfaction   

	      Company policy

Supervision

Relationship with supervisor  

Work conditions

Salary

Relationship with peers

Personal life

Relationship with subordinates 

Security

Status


	      Achievement

Recognition

Work itself

Responsibility

Advancement

Growth


Herzberg reasoned that because the factors causing satisfaction are different from those causing dissatisfaction, the two feelings cannot simply be treated as opposites of one another. The opposite of satisfaction is not dissatisfaction, but rather, no satisfaction. Similarly, the opposite of dissatisfaction is no dissatisfaction.

While at first glance this distinction between the two opposites may sound like a play on words, Herzberg argued that there are two distinct human needs portrayed. First, there are physiological needs that can be fulfilled by money, for example, to purchase food and shelter. Second, there is the psychological need to achieve and grow, and this need is fulfilled by activities that cause one to grow.

Managing using hygiene factors is the process of providing incentives or a threat of punishment to cause someone to do something. Herzberg argues that these provide only short-run success because the motivator factors that determine whether there is satisfaction or no satisfaction are intrinsic to the job itself, and do not result from carrot and stick incentives.

For motivation-hygiene theory to work, not only must hygiene factors be addressed to avoid employee dissatisfaction, but also factors intrinsic to the work itself in order for employees to be satisfied with their jobs. And it is the latter that provides long term gain.

Herzberg argued that job enrichment is required for intrinsic motivation, and that it is a continuous management process. According to Herzberg:

· The job should have sufficient challenge to utilize the full ability of the employee.

· Employees who demonstrate increasing levels of ability should be given increasing levels of responsibility.

· If a job cannot be designed to use an employee's full abilities, then the firm should consider automating the task or replacing the employee with one who has a lower level of skill. If a person cannot be fully utilized, then there will be a motivation problem.

Critics argue that the result is observed because it is natural for people to take credit for satisfaction and to blame dissatisfaction on external factors. Furthermore, job satisfaction does not necessarily imply a high level of motivation or productivity.

Others argue that money is the main motivator and there is recent description of Generation Y being more money and status driven and demanding of a better work life balance.

However research by Development Dimensions International published in the Times newspaper in 2004 interviewed 1,000 staff from companies employing more than 500 workers, and found many to be bored, lacking commitment and looking for a new job. Pay actually came fifth in the reasons people gave for leaving their jobs. The main reasons were lack of stimulus jobs and no opportunity for advancement - classic Herzberg motivators - 43% left for better promotion chances, 28% for more challenging work; 23% for a more exciting place to work; and 21% and more varied work.

Herzberg asserted;

"Viewed within the context of the sequences of events, salary as a factor belongs more in the group that defines the job situation and is primarily a dissatisfier." For most people money is not a motivator - despite what they might think and say. For all people there are bigger more sustaining motivators than money.

Although Herzberg is most noted for his famous 'hygiene' and motivational factors theory, he was essentially concerned with people's well-being at work. Underpinning his theories and academic teachings, he was basically attempting to bring more humanity and caring into the workplace. He and others like him, did not develop their theories to be used as 'motivational tools' purely to improve organisational performance. They sought instead primarily to explain how to manage people properly, for the good of all people at work.

Then as now, poorly managed organisations fail to understand that people are not 'motivated' by addressing 'hygiene' needs. People are only truly motivated by enabling them to reach for and satisfy the factors that Herzberg identified as real motivators, such as achievement, advancement, development, etc., which represent a far deeper level of meaning and fulfilment.

Note some of the similarities to Maslow’s Hierarchy.

I believe that much of Herzberg’s work remains relevant and a guide as to how to provide a Quality service in the work place.

Attached (with thanks to Business Balls website) is a wonderful pictorial representation of Herzberg’s theory.

Dr. Iain Lamb, Scotland
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Hygiene factors are merely a launch pad - when damaged or undermined we have no platform, but in themselves they do not motivate.














Herzberg's Motivators and Hygiene Factors





'hygiene' (or 'maintenance') factors





security





status





supervision





relationship with subordinates





salary
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personal life





work conditions





company policy and administration





relationship with supervisor
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achievement





recognition





work itself





responsibility





advancement





personal growth








