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Herzberg two factor theory in the workplace

American psychologist Frederick Herzberg is regarded as one of the great original thinkers in management and motivational theory. Herzberg set out to determine the effect of attitude on motivation, by simply asking people to describe the times when they felt really good, and really bad, about their jobs. What he found was that people who felt good
about their jobs gave very different responses from the people who felt bad. The results from this inquiry form the basis of Herzberg’s Motivation-Hygiene Theory (sometimes known as Herzberg’s “Two Factor Theory”). Published in his famous article, “One More Time: How do You Motivate Employees,” the conclusions he drew were extraordinarily
influential, and still form the bedrock of good motivational practice nearly half a century later. He’s especially recognized for his two-factor theory, which hypothesized that are two different sets of factors governing job satisfaction and job dissatisfaction: “hygiene factors,” or extrinsic motivators and “motivation factors,” or intrinsic motivators.
Hygiene factors, or extrinsic motivators, tend to represent more tangible, basic needs—i.e., the kinds of needs included in the existence category of needs in the ERG theory or in the lower levels of Maslow’s hierarchy of needs. Extrinsic motivators include status, job security, salary, and fringe benefits. It’s important for managers to realize that not
providing the appropriate and expected extrinsic motivators will sow dissatisfaction and decrease motivation among employees. Motivation factors, or intrinsic motivators, tend to represent less tangible, more emotional needs—i.e., the kinds of needs identified in the “relatedness” and “growth” categories of needs in the ERG theory and in the higher
levels of Maslow’s hierarchy of needs. Intrinsic motivators include challenging work, recognition, relationships, and growth potential. Managers need to recognize that while these needs may fall outside the more traditional scope of what a workplace ought to provide, they can be critical to strong individual and team performance. The factor that
differentiates two-factor theory from the others we’ve discussed is the role of employee expectations. According to Herzberg, intrinsic motivators and extrinsic motivators have an inverse relationship. That is, intrinsic motivators tend to increase motivation when they are present, while extrinsic motivators tend to reduce motivation when they are
absent. This is due to employees’ expectations. Extrinsic motivators (e.g., salary, benefits) are expected, so they won’t increase motivation when they are in place, but they will cause dissatisfaction when they are missing. Intrinsic motivators (e.g., challenging work, growth potential), on the other hand, can be a source of additional motivation when
they are available. If management wants to increase employees’ job satisfaction, they should be concerned with the nature of the work itself—the opportunities it presents employees for gaining status, assuming responsibility, and achieving self-realization. If, on the other hand, management wishes to reduce dissatisfaction, then it must focus on the
job environment—policies, procedures, supervision, and working conditions. To ensure a satisfied and productive workforce, managers must pay attention to both sets of job factors. Watch the following videos to hear these principles explained by Frederick Herzberg himself (in a smoke-filled 1970s lecture theater no less!). Home » Effective
Management » How To Motivate Your Team; Put Frederick Herzberg Theory Into Practice Using Frederick Herzberg theory is a simple, structured way to motivate your team and increase job satisfaction. By considering Herzberg’s two factor theory, you can work out what dis-satisfies your team, what motivates them and most importantly, what you
can do to increase job satisfaction. Herzberg, an American behavioural scientist, observed that people could get very dissatisfied about with problems about; salary, job security, supervisor behaviour and company policy. However, if these issues were resolved, it did not guarantee job satisfaction. Herzberg identified job satisfaction was a result of
different factors such as achievement, recognition and growth. Herzberg called the dis-satisfiers “hygiene factors” because they helped prevent dissatisfaction, but in themselves would never provide real satisfaction. Perhaps you have a good salary, in a secure job in a company you like, but there’s something missing. You’'re not dis-satisfied with your
work, but you’'re not satisfied either. The key to job satisfaction is having one or more of the “motivator factors” present. To put Frederick Herzberg theory into practice, consider these two questions; 1) “Which of these cause me irritation or frustration is I don’t have them?” 2) “Which of these when I do have them, make me feel fulfilled and involved
in my work?” Critics consider Herzberg’s two factor theory to be simplistic - what motivates me may be a dissatisfier for someone else. For example, increased responsibility for one person may be a motivator as they can grow and develop in their role, allowing them to further their career. But to another person, increased responsibility can be a dis-
satisfier, particularly if pay does not reflect the new role or if they are over-stretched already. To make use of this criticism, you need to consider your team as a collection of individuals, not as a homogeneous group with one set of wants and needs. Take each individual and ask the same two questions, and by the time you’ve worked through your
team, you will have a clear idea what you need to do to increase job satisfaction. Some factors may be within your control, some may not. For example, it many not be possible to influence company holiday policy, but you could decide within the team how holidays are allocated. Work with what you can change and highlight those you can’t to your
manager or through the company’s employee feedback mechanisms. Unlike some staff motivation theories, Frederick Herzberg theory is easy to remember, easy to explain and easy to use. By considering Herzberg’s two factor theory, you can work out what dis-satisfies your team, what motivates them and most importantly, what you can do to
increase job satisfaction. Download ‘Frederick Herzberg Theory’ in pdf format Employee engagement has finally come to the forefront of the business world. A motivated, healthy and committed workforce is key to effectively scaling your business. Businesses with engaged employees enjoy lower rates of employee turnover. This leads to lower hiring
costs and faster talent acquisition. A study conducted by the American Psychology Association revealed that 89% of employees working at organizations with engagement and wellness initiatives are more likely to recommend the company as a good place to work.Further, engaged employees are more productive and demonstrate 21% more
profitability. This is because empowered teams have lower absenteeism, higher energy level, and better productivity.The benefits of an engaged workforce are clear, but they do not come without the direct involvement of the management. Today, businesses are using a variety of strategies to improve employee engagement.In this post, we’d like to
focus on one strong methodology - Herzberg’s Two Factor Theory.What is Two Factor Theory?The Two Factor Theory (also known as the motivation-hygiene theory) was conceived by Frederick Herzberg, an American psychologist who became a central figure in business management in the 70s-80s. His most famous publication in Harvard Business
Review Journal called “One More Time, How Do You Motivate Employees?” has sold over 1.2 million reprints.His two factor or hygiene-motivation theory first came to light in 1959 (not to confuse with Schachter two factor theory of emotions). It was the result of the work he did in workplace psychology. Many business managers study Herzberg’s
theory because it places a high level of emphasis on the value of the effectiveness of managers in the workplace.As part of his research, Herzberg regularly conducted interviews with different workers. At some point, he noticed an interesting pattern in responses: he noticed that people described their good on-the-job experiences very differently than
the bad ones. Based on this observation, he created a theory that job satisfaction levels depend on two types of factors:Motivators that contribute to job satisfaction.Hygiene factors that contribute to job dissatisfaction.Source: Hygiene-Motivation Factors via SlideModelMotivatorsLike the label suggests, motivators steer up employee satisfaction and
improve their motivation. These might include rewards, recognition, advancement opportunities, and access to training.HygieneThese are the factors that impact job dissatisfaction and can result in lower engagement, motivation, and faster burnout.Hygiene factors include:Working in a safe environmentBeing spoken to in a respectful mannerHaving
a competent managerBeing paid fairly for the work you doln the two factor theory, both motivators and hygiene exist independently of one another. In other words, a job can have motivators that contribute to satisfaction, but also hygiene factors that increase dissatisfaction if they are absent. This, in turn, creates several different situations in the
workplace.Hygiene Motivation CombinationsSource: Hygiene-Motivation Factors via SlideModelDepending on the working conditions at a company, employees can experience several combinations of these two factors. These are:High Hygiene and High MotivationThis is the ideal situation. It takes work to create this environment, but it is worthwhile.
In this case, employees are happy. They feel motivated, they have faith in their managers, and they believe they are compensated fairly. They are also hopeful for new career opportunities.High Hygiene and Low MotivationIn this environment, workers tend to show up, do their jobs, and collect their paychecks. They aren’t particularly motivated to go
the extra mile. These workplaces are fair, safe, and well-managed. Employees are compensated fairly. There are simply no motivating factors here to make the work seem meaningful.Workers in these situations may not find much reason to complain. Unfortunately, they are also not driven to be particularly loyal to their employers either, and will
quickly leave if offered more money or better perks somewhere else.Low Hygiene and High Motivationlmagine working for an employer who gives you meaningful projects, praises your work, and allows you to have plenty of autonomy. On the other hand, you work too many hours, your rate of pay is shameful, and your office is too small. That’s an
example of low hygiene, high motivation workplace. This is often common in startups, NGOs and high-intensity workplaces. Lack of resources to properly compensate employees, and demanding jobs without sufficient respite can lead to this scenario.Low Hygiene and Low MotivationThis is the worst of the worst. Employees here have complaints
about pay, work conditions, management competency, lack of opportunity, and more. These work conditions are often exploitative as they are usually only tolerated by people who don’t have other options. Such a state of affairs means that the employer needs to take action fast unless they want to lose their entire team and company
subsequently.How to Apply The Two Factor Theory At Your Workplace?If you decide to use Herzberg’s theory of motivation in the workplace to increase employee retention, motivation, and productivity, you have to understand the current conditions as perceived by your workers. Next, you’ll have to implement the following changes.Source: Herzberg
Arrow Diagrams PowerPoint Template via SlideModelldentify And Minimize The DissatisfiersFirst, you must identify the hygiene factors that are contributing to workplace dissatisfaction. You must avoid assumptions. Instead, you’ll have to solicit feedback from your employees.In fact, merely asking employees to share their ideas and feedback with
you is a good first step towards increasing employee engagement. People who feel that their voice is head are 4.6 times more likely to feel motivated and do their best work, as a recent report from Salesforce indicates.Thus, introduce a regular practice of polling your teams. Here are some things to keep in mind when you work on your
program:Assure anonymity or otherwise make sure your employees feel comfortable speaking freely and honestly.Avoid asking leading or biased questions.Collect information from employees at different levels, from different shifts, etc.Keep in mind that obtaining employee feedback should be an ongoing process. It’s not a matter of simply collecting
data once, then assuming that nothing will change.Analyze the feedback you receive as a whole, and in logical categories (e.g. hygiene information among third shift employees or hygiene among sales floor staff).Recognize the limitations of two factor theory in identifying what drives workplace motivation. Management bias can lead you to believe
that you have created a better work environment than you really have. Employee bias can cause them to see only external factors as the cause of their dissatisfaction.Once you have the information you need, you can begin working on improving managerial practices and offering workers more autonomy. Here are some strategies to try:Introduce more
relevant and valuable employee training programs. Offer opportunities to upgrade skills in ways that will make them better prepared for leadership positions. It’s also important to implement learning and training initiatives that actually match the employees’ skills levels. Also, add flexible learning options that allow employees to self-direct their
training and development.Instill a sense of purpose by educating employees on the value of their jobs in the context of your organizational goals. Encourage job shadowing and cross-training so that workers can see how their work contributes, and learn to appreciate the contributions of others.Create a culture of communication where the company-
wide buy-in is sought before making major changes. While there’s no way to guarantee that every employee will be satisfied with every change, simply being given the opportunity to provide feedback in a meaningful way is important. You may also want to experiment with the Hoshin Kanri approach to business planning and management.Flatten the
management structure of the organization at least in terms of communication. Employees shouldn’t have to go through layers of management structure to access the people who can give them the information they need. Break the silo and create new policies that will encourage people to reach out to one another with ease and have better visibility
into what other units are doing.Source: Herzberg Arrow Diagrams PowerPoint Template by SlideModellmprove Working ConditionsNow, you can begin to implement changes that will improve working conditions for your employees according to Herzberg two factor theory.One place to start is developing a new employee recognition program. This is
exceptionally important, as recognition is the best tool when it comes to motivating employees to do great work. In fact, it overshadows compensation and autonomy combined. Although, these are also important factors.It’s also important to recognize individual contributions, to improve on-the-job engagement. Many workplaces emphasize a
teamwork culture. That’s surely important because success depends on everyone cooperating in order to achieve a set of goals. Unfortunately, individual contributors can get lost. Highly productive workers, innovators, and those that go the extra mile can feel demoralized if their extra efforts aren’t specifically recognized. One simple, two factor
theory example would be providing recognized employees with a tangible gift, accolade or another form of recognition.Consider the physical work environment as well. Having an office that is uncomfortable or inefficient can contribute to a lack of motivation. It's important to ensure that individual workspaces are safe and comfortable and that they
work for each employee. Despite the common belief, open office layouts are not particularly great for team productivity. So you may want to do some renovation work and switch workstations a bit. The condition of shared spaces is important as well.Finally, the motivation theory in all this cannot be proven without providing workers with career
growth opportunities. Employees simply aren’t going to be engaged if they cannot identify a clear path for them in the organization. For many, that will mean opportunities to move into management or leadership positions. For others, job growth means spending more time each day doing things that are satisfying to them. To apply two-factor theory
appropriately, you’ll need to create paths for both.ConclusionThere are many theories of motivation that managers have attempted to implement. However, Herzberg’s theory is widely respected and used across many domains. Done correctly, the application of Herzberg two factor theory can boost employee engagement, improve productivity, and
reduce turnover. That’s because it addresses the different types of motivation that are impacted by elements that are de-motivational and those that are motivational. By taking the time to understand your employees, and implementing policy changes, you can significantly improve employee motivation.
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