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1.Introduction
Motivation is what describes the intrinsic driving force of each individual to “engage in certain specific behaviours” (Bratton and Gold, 2007). The literature available for the industry provides various theories amongst which are the Maslow’s Hierarchy of needs (1943), Herzberg’s Two-factor theory (1959), Vroom’s Expectancy theory (1964) and Staw’s Intrinsic and Extrinsic theory (1976). Each one of them has influenced and shaped the industry and the workforce and has been successfully used on countless occasions within corporations, organisations and even politics.  As Vroom discovers in his later research, motivation is intimately linked with the performance of the employees (Vroom et al, 1970).
One of the most significant fields of business studies is undoubtedly the Workplace Motivation attracting attention among academics and HR practitioners. Its importance is what inspired each of these frameworks to explore the human behaviour and became foundation for many further studies and frameworks. 
This report is structured in two parts where the first part will critically analyse the Herzberg’s Two Factor Theory, and its implementation in real-business conditions, through comparison with other theories (Maslow’s Hierarchy Theory and McCLelland’s Needs Theory). The second part of the report will focus on reflection of the module and critical evaluation of its impact in a personal development perspective using Driscoll’s Reflective Model.

2. Hertzberg’s Two Factor Theory 
2.1 Background 
Frederick Herzberg born in 1923 was a clinical psychologist and pioneer of 'job enrichment', is regarded as one of the most original and influential thinkers in motivational and management theory. He did his doctoral studies in the University of Pittsburgh and it is there where he developed his famous pioneer approach for survey with open questions (Businessballs.com,2021). Herzberg used Maslow’s Hierarchy of Need Theory as basis for his own framework The Two Factor Theory and redefined it according to the results of his research.
In 1959, Frederick Herzberg and his research partners Barbara Bloch Snyderman and Bernard Mausner co-wrote a book called “The motivation to Work”, in which he presented his theories about motivation in the workplace for the first time. Herzberg conducted an original survey with two hundred participants (engineers and accountants) which possesses a special significance in the field of motivation research to this day for one main reason. Even though the research involved only two hundred people, it was designed carefully and originally, after Herzberg’s broad preliminary research and allowed the team to collect and analyse very complex data. The research introduced for the first time the methodology of open questions, which provided much more meaningful answers, compared with the traditional technique of giving “yes” or “no” questions, multiple-choice or extent-based questions, that would suggest specific answers. And this is exactly why this research is so important- it explores what motivates individuals without limiting the answers.

Herzberg also meticulously prepared for his study in 1959 by evaluating the findings and methodologies of all job attitudes researches conducted between 1920 and 1954. Herzberg further developed his theory, also known as motivation-hygiene theory in his following books: Work and the Nature of Man (1966); The Managerial Choice (1982); and Herzberg on Motivation (1983), as per Businessballs.com (2021). 
2.2. Hertzberg’s main assumptions of the Two-Factor Theory of Motivation

Maslow's hierarchy of needs has been reviewed and redefined by Frederik Hertzberg, who divides the needs into two categories: factors required to perform the work (hygiene factors) and factors influencing work satisfaction (motivational factors). As a result, we can conclude that Maslow's (1943) Hierarchy of Needs and Herzberg's (1959) Two-Factor Theory are related (Deci, 1972). According to Hertzberg's words, hygiene factors such as salary, working conditions, job security, and health and safety measures are necessary extrinsic motivators. The lack of hygienic factors, on the other hand, causes dissatisfaction with employee demotivation (Hertzberg et al, 1959) and is likely to affect sales (D'Annunzio-Green et al., 2005). According to Herzberg, intrinsic motivational factors are those that are entirely linked to personal achievements – job recognition, promotions, personal growth, responsibility, and so on. The Two Factor theory also suggests that intrinsic and extrinsic factors have no relationship.
Extrinsic factors will only soften the dissatisfaction of employees; it is not certain that they will provide job satisfaction. In the same time, an inherent supply of factors will foster internal growth and developments for employees, leading to increased productivity and performance. An absence of this factor will only neutralize the employees' feelings, leaving them unhappy or unhappy.
The willingness of employees to work is only determined by external factors while their work quality is defined by intrinsic factors.
Due not to dissatisfaction but to lack of satisfaction, the opposite to satisfaction is not necessarily the opposite, both groups of alien and intrinsic factors (Osemeke, M 2017). Likewise, the opposite is not satisfaction, but there is no unhappiness (Robbins, 2009).
(fig.1)
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2.3. Hertzberg’s vs Maslow and McClelland

2.3.1. Hertzberg’s Theory has been criticized based on some theoretical weaknesses in his theses – he defines the needs separately from the work environment and the individual him/herself. In other words, there is no scientific prove that professional fulfillment is universal motivator for everyone. Every individual has their own definition of (career) fulfilment and how to pursue it. In the professional field there are many ways to achieve a goal and therefore – fulfilment, such as competition, strikes, absenteeism and even retirement. Following that argument, it becomes obvious that Herzberg’s universal attempt to explain behavior is limited as it excludes the mentioned above parameters. (Witzel, M. 2005) (p.257 The Encyclopedia of the History of American Management).
The foundation of Two-Factors Theory is based on the factors that influence employee job satisfaction. Job satisfaction is described by Spector (1997) as "the degree to which people like (satisfaction) or hate (dissatisfaction) their work." It has been established that it has a positive effect on corporate success and employee commitment in contrast to employee turnover and attrition intentions (Yousef, 2000; Levy, 2003). Following the given meanings, it can be concluded that if individuals have a strong preference on extrinsic factors such as workplace or supervision, then the extrinsic factors would have a positive impact on the satisfaction from their job, rather than only preventing their dissatisfactions and keeping them in a neutral feelings state. Several scientific findings have been presented to confirm such an inference. Schroer (2008) carried out a discovery that challenged Herzberg's discovery. The Two-Factor Theory was used by the researcher to investigate the effect of socioeconomic influences on work satisfaction. According to the study's findings, overall work satisfaction was linked to age and educational level, and levels of Intrinsic and Extrinsic Motivation factors varied across occupational groups of people. However, the majority of the findings obtained demonstrated the presence of Extrinsic influences influencing employee morale, it is proposed that the Herzberg Two-Factor theory be used as a common category of determinants for employee work satisfactions.


2.3.2. Maslow's Hierarchy of Needs Theory is frequently depicted as a pyramid, where on the bottom levels are the most basic human needs, and the need for self-development and personal fulfilment are at the top. (Maslow.1943, Steere 1988).
The “deficiency needs” refer to the bottom four steps of the pyramid, also called “d-needs” and they are: self-esteem, friendship and romantic relationships, safety, and physical needs. According to Maslow, and individual will be generally unhappy if these "deficiency needs are not fulfilled.
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Critics: Even though the Maslow's Hierarchy of Needs is very popular, there is not much research data to support it. It is broadly argued that this hierarchy is not necessarily identical for all people, nor that following that specific order creates satisfaction. (citation). Some go even further - Lawyer and Suttle (1972) discovered little evidence of a hierarchy of needs in their study of managers in two companies. Furthermore, the belief that only one level of need is functional at any given moment is questionable. Maslow described human needs as  static, rather than dynamic, which is their nature. 
Gaurav Akrani (2011) highlighted few differences among Maslow's and Herzberg's theories. In terms of context, Maslow's theory is focused around the idea of individual needs and their gratification, while Herzberg's theory focuses on use of the motivators such as accomplishment, acceptance, and development opportunities. Maslow's philosophy is founded on the hierarchy of human needs. He defined five sets of human needs (in order of priority) and their fulfilment in motivating workers, while Herzberg applies to hygiene factors and motivating factors in his theory. Dissatisfying influences are considered the hygiene factors, whereas motivational factors inspire subordinates. However, a hierarchical structure of needs is not given. Maslow's theory is straightforward and descriptive; it is founded on extensive research into individual needs, although Herzberg's theory is more prescriptive. It proposes motivational mechanisms that can be successfully used. Herzberg's hypothesis is based on data gathered from interviews with 203 engineers and accountants.
In terms of applicability, Maslow's hierarchy of needs theory is the most commonly used and cited theory of motivation, and it has a broad range of applications. It is mostly applicable to poor and developing countries where money is still a powerful motivator. Although Herzberg's philosophy is an expansion of Maslow's hierarchy of needs, it is (on the other hand) applicable to wealthy and developing countries where money is a secondary motivator. According to Maslow's hierarchy of needs, any need will act as a motivator if it is not met, whereas Herzberg's dual factor model states that hygiene considerations (lower levels) do not act as motivators, and only higher order needs (achievement, praise, demanding work) do.
2.3.3. David McClelland, a Psychologist, describes three central motivational paradigms: achievement, affiliation, and power.
His Needs Theory is a motivational model that attempts to explain how people's actions in a management context are influenced by their needs for achievement, power (authority), and affiliation. (Fig.3)
[image: ]
Critics:
McClelland's work has been criticized by Robbins et al. (2009) theory claiming that it has less realistic use than other hypotheses, though McClelland contended that three of our needs are in subconscious, which means we might not be aware of them. Hence, it is difficult to measure them. This hypothesis, similar with the other two, is unconcerned with disparities in ethnicity, age, community, religion, or other factors. Similar to Maslow’s and McClelland's, Herzberg’s theory is a motivational philosophy that provide a particular set of requirements that must be fulfilled in order to encourage and maintain a propitiate behaviour. For example, in Maslow’s hypothesis, the particular set of requirements is exposed through a Hierarchy of Needs pyramid system while in Herzberg's philosophy, two specific needs must be met in a two-way paradigm: hygiene (basic physical and psychological needs) and motivation.

All discussed theorists agreed that employees have needs, and that if those needs are not fulfilled, employees become demotivated. Likewise, they recommend practical actions that management should take to assist their staff in becoming self-actualized, assuming that any specific human behaviour has a cause. Furthermore, Herzberg along with Maslow and McClelland's also suggest that each employee has its unique set of needs, highlighting that each person is motivated differently. 
3. Hertzberg and the Real Business – positive and negative application 
3.1. Good vs Bad practice - Tesco vs Aldi
The biggest grocery store in the UK, established in 1919, Tesco employs a staff of 340,000. It also operates in Central and Asia and recorded sales of £4.1 billion in 2019, as reported in the annual report (Tesco PLC, 2019). The group operates in the retail, finance and insurance industries apart from the food sector (Markets.ft.com, 2019).
Tesco maintains the hygienic requirements are met by decent workplace conditions, including staff kitchens, private lockers and other equipment, along with daily monthly fees (Tesco PLC, 2021). But in June 2019, the firm paid logistics and distribution staff at the lowest industry average (Butler, 2019). In 2016, Tesco employees brought the company to court on charges of sexism against men and women, after the company's reductions in the wage scales for night and weekend movements. The above data indicate that the company's shortcomings in meeting its staff's psychological requirements.
The German rival instead increased the hourlies premium for the same workers to £9.75 per hour and in 2017 it was the UK's top pay-per-view store (The Independent, 2017). Aldi's CEO clarified that the firm recognizes important people as contributing to the success of companies. Aldi was able to cover four tiers of the Maslow hierarchy of needs by increasing his wage and by stating the CEO. The German supermarket has successfully addressed hygiene and motivating elements from the Herzberg's two-factor philosophy point of view.
Aldi is able to maintain and attract the best employees in the sector by offering the highest salaries. The CEO comment has maintained the external motivator with internal factors such as employee respect and empowerment, as well as gratitude for their contributions to the company's success. The accomplishment of Aldi's HRM movement has improved efficiency, as seen below:
[image: ]
3.2 Grocery Market Share 2019, Source: Kantar
As can be noticed, the top three competitors' market shares have decreased since 2018, while Aldi's market share has risen by 1% since 2018 (Kantar, 2021). The rise in market share reflects the company's profits, which are closely related to customer loyalty. A happy customer is the product of the team's excellent results. Tesco's numbers, on the other hand, show weak HRM management and disgruntled employees, with the company slipping to 0.9 percent market share, about the same as Aldi but in negative territory.
From the above data it can be concluded that Tesco has underperformed in terms of employee motivation by dismissing Herzberg's hygiene factors as well as Maslow's psychological and protection needs. As a result, the organization is engaging in unethical conduct. Aldi's results, on the other hand, shows a high level of theoretical knowledge and experience in inspiring workers. In terms of Aldi's SMART goals, the firm may be seen to have met its target. The corporation has invested in its employees in order to build the best staff in the UK to ensure employee satisfaction. 
3.3. Conclusion 
Herzberg's Two-Factor Theory has been broadly used in a diverse range of motivational studies spanning markets and generations. The added benefit to Herzberg's Two-Factor Hypothesis is that it integrates individuals' inherent and extrinsic incentive variables, which would ideally cover most motivation theories. Herzberg's motivation and hygiene factors have identified similarities with other motivation theories within content concepts, as each hypothesis holds different workers' motivational needs in similar terms (Borkowski, 2011).

In particular, Herzberg's motivating factors of Responsibilities, Achievements, Development, Promotion, Recognition, and Work Itself have been shown to be close to Maslow's Self Actualization and Self Esteem as well as McClelland's Need for Achievements. Relationship among the peers, personal life, supervision are Herzberg's hygiene factors that correspond to Maslow's Belongingness and McClelland's Affiliation need. Under McClelland's Theory of Need, the Element of Status is analogous to the Need for Power. Compared to other motivational theories, the Two-Factor Theory offers more detailed collections of variables that cover basic human internal and external needs to expend extra effort in careers. However, the use of Two-Factor theory has shown to be less practical in today's employee motivation research.

4. Recommendation
The relationship between Herzberg, Maslow and McClelland demonstrates the overlap of higher priority needs and motivators, as well as the overlap of hygiene and lower order needs. The basic lower needs are required to be met prior any upper need (as per Maslow) similar to Herzberg’s hygiene factors to prevent the job dissatisfaction. 
By comparing all three motivational theories, it can be stated that both Maslow and Herzberg are lacking of consideration for cultural variables that are external to the organisation with impact on each person. Therefore, McClelland's theory is a very suitable motivational tool for today's world in the sense that it fits into any organization and it also considers the situational factors that Maslow and Herzberg never mentioned, hence this report recommends that organizations should endeavor to adopt McClelland's theory in motivating its workforce. 
However, Herzberg’s Two Factor theory can be also utilised along with Hofstede’s cultural dimensions which tackle the cultural differences between nations (Insights, 2021). The leadership has to ensure the meeting of the hygiene needs prior intrinsic motivators since the motivational factors are non-existent without the fulfilment of the basic(hygiene) needs. 
5.Reflective model – Driscoll
5.1. Introduction
The model developed by Driscoll and inspired by Terry Boston’s work in 1970 is used for reflection on some “event”. The model is widely used because of its simplicity. It describes the three stages of experimental learning cycle and each of them is related to certain type of questions regarding “the event”. They are:
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What – “What’ is the first stage of the process. The process starts with asking the question “What?” or “What happened?”. The main event is described in this stage.
So what- Refers to the next stage, or what followed the main event.
Now what – Addresses the last stage of the process, or what actions could be applied.


5.2. Review of the module (What?)
During this module I have obtained valuable knowledge how to use and improve my critical thinking in life and more specifically in professional environment. The lectures were very well conducted and structured, and the topics were logically connected with each other. We had good examples and exercises to solidify the material taught in class. 
5.3. Development of personal critical thinking abilities (So What?)
In this module we learned the different types of reasoning (inductive, deductive, valid and invalid), how to make a sound argument, about the importance of the shared organisational values and how to develop them within the workplace. We have developed an understanding how to apply different models of arguing (Toulmin’s model of arguments), critical thinking (RED Model, Socratic questioning), and how are they related to the motivation models learned in the previous modules. We have also explored important topics, such as Casual reasoning, Management Theories from the Major Schools of Management Thought (Classical Management Theory, represented by Webber, Taylor and Fayol and their Scientific, Bureaucracy and Administrative theories; Behavioural School; Quantitative school; Modern Theory – Systems and Contingency). All those topics improved my abilities to produce sound arguments when reasoning and to analyse the reciprocal arguments. The knowledge acquired about the different Management Theories is essential when analysing and Organisation in terms of their Human Resources, Management Style, Organisational Structure and so forth.
5.4. Use of critical thinking skills gained during the Module in future engagements (Now what?)
Each and every skill and methodology learned throughout this module is useful in a real-business environment. For instance, as a first-time entrepreneur, every new step I make regarding partnerships, suppliers, employees, etc., has to be critically evaluated and carefully analysed. It is essential for any young company to be able to assess, predict and plan accordingly to the circumstances, especially in the beginning, when the business is fragile. For these reasons, the critical thinking skills are very important for the future of any initiative.     
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