
 back to basics

1 Herzberg on motivation
Herzberg’s definition of motivation is ‘doing something because you 
want to do it’.

Example: doing homework because you want to (not because you 
want to avoid trouble).

Advantage: Herzberg believes that most people (and students) are 
capable of working many times harder and smarter than they usually 
do. Motivation can therefore boost performance massively.

Disadvantage: critics worry that Herzberg’s definition is too 
idealistic. They believe that motivation can be helped by outside 
factors such as pay and promotion prospects. 

3 Two-factor theory
Herzberg’s two-factor theory (see pp. 12–14) suggests that people 
have two sets of needs: to be treated well (hygiene) and to be given 
opportunities (motivators).

Example: hygiene factors include pay, working conditions and 
supervision. If a worker is dissatisfied with any of these, their 
motivation will be undermined. Motivators include achievement, 
recognition for achievement and meaningful, interesting work. 
Herzberg says that hygiene factors only have an impact when they’re 
under-supplied (e.g. low pay). Motivators have upside potential, i.e. 
the more interesting the work, the higher the motivation.

Advantage: the theory gives clear pointers on how managers 
can manage better.

Disadvantage: in the real world, managers keep trying to devise 
‘better’ ways to make money motivate.2 Does money motivate?

No, says Herzberg. He believes that money incentivises, but 
doesn’t motivate.

Example: F. W. Taylor believed in piece-rate payments based on 
simple, repetitive tasks. Yes, staff were incentivised, and worked 
faster to get higher pay — but hated their jobs and looked for 
work elsewhere.

Advantage: financial rewards can be effective with staff who just 
want the money, e.g. teenage part-time staff.

Disadvantage: high staff turnover means a constant need to 
recruit and train new staff, which is expensive and proves a drain on 
productivity, as new staff take time to become efficient.

4 Motivation and
movement
If people are treated well (good ‘hygiene’) they will repay the 
employer with movement. Herzberg says this is perhaps half the 
effort level the employee could provide when motivated.

Example: pay an attendance bonus and absenteeism will fall — but 
staff may just spread their work over more hours. Movement may 
mean little or nothing.

Advantage: the distinction helps show the importance of getting 
people motivated.

Disadvantage: movement can be measured but motivation often 
can’t. So HR managers (wrongly) focus on movement.
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5 Job enrichment
For Herzberg, the solution is job enrichment: creating jobs with a 
range of activities and responsibilities, which should contain self-
checking, a complete unit of work and direct feedback.

Example: make one teacher responsible for a whole 2-year A-level 
programme, giving that person the task of choosing the specification, 
planning the teaching, delivering it and marking the work.

Advantage: people like to take responsibility for what they do, so 
motivation levels rise.

Disadvantage: people who are not up to the job would be exposed.

8 Rewards become rights
Herzberg believes managers fail to understand the problem of using 
financial incentives in the workplace. These financial rewards are 
quickly taken for granted: ‘a reward becomes a right’.

Example: bankers expecting to still receive their bonuses — even 
when the banks they run have been bailed out by the government.

Advantage: the advantage is in understanding this piece of human 
psychology. Herzberg says bonuses only give a temporary upturn in 
performance at the cost of risking complaints and bitterness later.

Disadvantage: high expectations by staff — focused on money — 
risk undermining a real sense of commitment and teamwork.

6 KITA
Herzberg gives KITA the polite description: ‘a kick in the pants’. He 
considers KITA to be the modern equivalent of the carrot and the 
stick: positive KITA is the carrot — a reward; negative KITA is the 
stick — a punishment.

Example: most teachers are using KITA most of the time: offering 
the carrot (good grades or gold stars) or the stick (‘I’ll call your 
parents’). Herzberg emphasises that this may achieve movement but 
not motivation.

Advantage: KITA is probably the fastest way for a manager to get 
staff to do something (threaten the sack, maybe)  

Disadvantage: Herzberg warns that ‘a reward once given becomes 
a right’, so positive KITA can end up being expensive to little 
positive effect. 

9 Is it realistic?
Herzberg says not every job can be enriched. He hates excessive 
specialisation leading to narrow, repetitive jobs — but accepts that 
making everyone responsible for cleaning the toilets will never work.

Example: in many cases minor enrichment is possible, such as giving 
the toilet cleaner a budget to spend on equipment and cleaning 
materials, and regular praise and recognition.

Advantage: Herzberg says not to worry about whether everything 
can be enriched — focus on what can be done right away. He thinks 
there’s huge scope for making work more satisfying.

Disadvantage: if people are given greater responsibility for bigger 
tasks, they are in a better position to go for promotions/more 
money elsewhere.

7 Revenge psychology
The build-up of bitterness among staff who feel unfairly treated. 
This bitterness can lead to revenge psychology: staff want to 
act as disruptively as possible to get back at managers who 
treated them badly.

Example: highly paid footballers sometimes refuse to play well for 
a particular manager — even though they are threatening their own 
careers. They can’t stop themselves wanting revenge.

Advantage: understanding revenge psychology allows a 
manager to avoid it. Herzberg has a simple solution: ‘Treat people 
fairly — always.’

Disadvantage: once a ‘remembered pain’ has been caused, 
employees may not be able to stop themselves wanting revenge. Staff 
have been known to inflict sabotage or strikes, or simply walk out.

10 Complete unit of work
The heart of job enrichment is to fight against specialisation and 
instead give staff complete tasks to do.

Example: spending all day putting heels on shoes would be boring. 
Making the complete pair of shoes and handing them over to a 
customer would be far more satisfying.

Advantage: a complete unit of work gives workers responsibility and 
the opportunity to learn.

Disadvantage: going against specialisation (‘division of labour’) is 
likely to mean lower productivity in the short term.

Ian Marcousé is the director of A-Z Business Training Ltd, which 
runs intensive 4-day Easter revision courses for A-level business.
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