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INTRODUCTION. 

This report will discuss the Herzberg Hygiene Theory, also known as The Two Factor Theory.  The theory came about because Frederick Herzberg wanted to understand motivation in the workplace and how to get the most performance out of individuals. It will discuss who took part in the research and what the findings are. I will also explain how Herzberg collected the data and put together to form the Herzberg Hygiene Management Theory or Two Factor Theory.
Frederick Herzberg studied attitudes in the workplace, specifically motivation, and he linked it to job satisfaction and dissatisfaction. Motivation is defined as ‘’willingness to do something or something that use’s such willingness or the need or reason to do something’’ (Cambridge Dictionary February 2021). Or can be defined as ‘’the reason why somebody does something or behaves in a particular way’’. (Oxford Leaner’s Dictionary February 2021) He wanted to understand the motivations of a person is to understand intellectual cognitive processes. His findings led him to create the Herzberg Hygiene Management Theory or Two Factor Theory. This report will critically evaluate and discuss the usefulness of the Herzberg Management theory, and its relevance in today’s working environment. 
Question two of this report will cover what has been learnt during this module study of developing critical thinking. It will discuss topic’s covered during the January term. Topics include critical thinking, logical reasoning, belief’s values and attitude’s, developing argument’s, validating evidence, causal reasoning, theories of management.














Herzberg’s Management Theory of Motivation or Two Factor Theory

Frederick Herzberg was a phycologist, most well-known for his motivation theory also known as two-factor theory. He researched employees in the workplace during the 1950’s and 1960’s. He asked 200 engineer’s and accountant’s what they liked about their work and what they disliked. He did this as he wanted to find a relationship between attitudes in the workplace and how it affected motivation. He found that those that enjoyed their jobs had quite different views to those worker’s that did not enjoy their job. This study brought together the Herzberg Hygiene theory or also known as Two Factor Theory. His work focused on job satisfaction and job dissatisfaction. He said there were some factors in the work environment that caused job satisfaction, but also other factors in the workplace that caused dissatisfaction. ‘’Some of the characteristic’s present when people were satisfied with their job’s included recognition, achievement, advancement and growth’’. (The future of working on 27/02/2021) For those that were dissatisfied, it was because of supervision, salary, working conditions and company policies. He also realized that fixing dissatisfaction does not mean there will be an increase in motivation. Herzberg noted that there were clearly two sets of need’s: - ‘’Lower-level needs as an animal to avoid pain and deprivation’’-Higher levels as a human being to grow psychologically’’. (British Library, 26/02/2021) He decided to group and name the first set of needs as hygiene factors. The second group need’s a group he called motivators.
[image: ]
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He noticed that some factors on both sides were met, but not by both factors at the same time. Also, the Hygiene factors and motivator factors are not used to increase job satisfaction but to reduce job dissatisfaction. The hygiene factor’s such as salaries, company policy and working condition’s when in place these factors would result in a general satisfaction and prevention of dissatisfaction. The motivator factor’s known as growth factor’s refer's to what an individual does in the workplace. Such as personal achievements, stimulating work, and growth. When these were in place, these factors would result in high motivation, high satisfaction, and strong commitment. Herzberg used the bible to explain his theory, ‘’He depicted man’s basic need as two parallel arrow’s pointing in opposite directions. One arrow show’s man’s animal nature- Adam's nature concerned with the need to avoid physical deprivation (hygiene factor’s) the other his human Abraham nature, needing to realize the potential for perfection the (motivational factors)’’. (British Library, 26/02/2021)





‘’It was found that a great many things can be a source of dissatisfaction, but only certain factors can contribute to satisfaction (Herzberg et al., 1959)’’. Herzberg argued that with the manager’s meeting the hygiene factor need’s, would not create a motivation in the individual such as working conditions, coworker relation’s, policies and rule’s, supervisor quality, salary but this would help avoid dissatisfaction. He argued that only if the need’s which were higher were met the motivator factor need’s such as achievement recognition, responsibility, the work itself, advancement, personal growth- then this would create a motivation in the individual. The effect of the theory on manager’s is that they must meet the employee’s hygiene needs first, then after they must meet the motivator factor’s and by doing so, they are meeting the intrinsic needs of the employee. They are given them opportunities to be recognized, and to grow and develop. Herzberg’s theory is intricately linked to Abraham Maslow’s content need’s theory. Maslow’s theory was that behavior is motivated by unsatisfied needs. People are motivated by the need to establish a goal, so they will take action to attain their goals. Maslow’s theory has five levels of needs. The employees start at the bottom of the pyramid, and look at the top. In order of Physiological Need’s, Safety Need’s, Belonging and Love Need’s, Esteem Need’s and Self Actualization. A manager’s role in the workplace is to identify where the employee is on the hierarchy and how to motivate them to achieve higher level’s and work up to self fulfilment. According to Fuller et al. (2008), ‘’hierarchy of needs does not consistently explain motivation. Unsatisfied needs do not necessarily motivate a team member and satisfying a need does not necessarily imply that a team member will move to the next level.’’
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Main Assumptions'
Others views and criticisms of the theory.
Criticism is that he had no real measure of the satisfaction of the individual in the workplace, some employee’s may accept their role at work but may dislike the job itself. An example would be that of a manager's job role in the workplace, the individual may love the role of the manager but ate parts of the job such as dismissing employees. Both satisfaction and dissatisfaction can be different level's according to individuals. Herzberg thought that there was an increase of productivity which must mean that the individual in the workplace is satisfied, this isn’t necessarily the case. Herzberg talked a satisfaction a great deal and emphasized it, but he did not explain productivity. Lawler (1970) said ‘’ satisfaction is an indicator of an employee’s motivation to come to work, satisfaction influence’s the motivation to perform a job effectively only very indirectly, and that performance can influence satisfaction directly under certain conditions.’’  He didn’t mention any of the situational variable’s, as different people see issue’s differently and will be motivated by different things. Schwab, Devitt and Cumming’s (1971) explored the link between satisfaction and performance by sampling 124 employees in a consulting firm and found ‘’ no discernable performance implication’s due to hygiene and motivation factor’s, however their findings did support the categories' used by Herzberg as factor’s impacting satisfaction’’.
‘’According to motivation and leadership at work (Steers and Porter 1992), in the early twentieth century began to investigate other explanations for differences in individual motivation. Some researchers focus on internal drives as an explanation for motivated behavior.’  Whereas others talked about their current behavior, being determined by their past behavior. I do believe this could also be true, people will have their own personal reasons for being motivated. Another criticism of the Herzberg Two factor theory is that some factors need constant intrinsic motivation skills from a manager, and it needs to be consistently persistent in motivation. ‘’Project managers can only create the environment or opportunity for team members to become motivated, but they cannot make the decision on behalf of a team member (Portny et al., 2008) Such as quality supervision, recognition, and challenging workloads for theory to apply. Salary Seem's to be on both sides, and Herzberg was not so clear on this. The salary itself has been criticized for not everyone who works for money or is satisfied with just the money side of things. Another criticism is that the Herzberg theory was only developed by looking at white collared worker’s but today it’s used for white collared worker’s and blue-collar workers. Herzberg theory was ‘’methodically bound, the study was based on faulty research, and that the study was inconsistent with past evidence’’. (House and Widgor (1967) This theory is focused only on male manual staff and not on a wide range of workers, such as women.








A discussion on the usefulness of the Herzberg theory in different workplaces today.
Herzberg’s management theory of motivation or two factor theory is not highly sought after by psychologist's today, but it is reliable in today’s working environment has proved a useful tool in everyday work of management. It is a useful guide for managers in the workplace as it can be understood because it's simple, the theory also supports the management’s leadership position in the workplace. Herzberg’s ‘’greatest contribution has been the knowledge that motivation comes from within, it cannot be imposed by an organization according to some formula’’ (British Library 26/02/2021) 
JD WEATHERSPOON’S 
JD Weatherspoon's case study shows that they have high-performance staff. It’s a fast-growing company with amazing quality of food and service. They have high performance staff and great customer service this is because they focus on training, developing staff. This allows’ them to get repeat customers. The reason why they are so successful and have such a hugely growing brand is because they follow the Herzberg theory. The company give’s a higher pay than its competitor is and in doing so meets the hygiene factor’s, also they communicate quite openly with the staff encouraging ideas this creates a great working environment and therefore good interpersonal relation’s which is another hygiene factor. They have created a sense of belonging by taking interest in their employees’ ideas for the menu etc. This has helped satisfaction at work and reduces dissatisfaction as the Herzberg Theory suggests. Also, the company also meet’s motivational factor’s by allowing the employees to grow their skill’s by providing nationally recognized qualifications and on the job training. Training also helps to create loyalty with a great sense of belonging. They also give the opportunity to advance by allowing employees to buy shares of the company, they help with goal’s creating motivational employees. This creates higher responsibility of the worker’s thus increasing motivation, increasing satisfaction, and increasing commitment to the company. They have an open culture at JD Weatherspoon’s and have successfully applied the intrinsic and extrinsic motivational factor’s which have made the company a huge success and retained many employees. They see employees as an important part of an organization, and get the most performance out of their team. Therefore, Herzberg theory is still applicable in today’s working environment. To motivate and satisfy employees, managers need to effectively blend the factors well to suit the special needs of their employees’’. European Journal of Business and Management 2011.The Institute of Education and Research University of Science and Technology, Bannu.
The Institute of Education & Research University of Science and Technology, Bannu. Research was done in Pakistan from 300 selected university teacher’s that were selected to answer a questionnaire. The results were that they were satisfied with the hygiene factor’s as well as motivational factor’s, but motivation only because hygiene factors had been fulfilled. Therefore, the university teacher’s felt a sense of job satisfaction and motivation. This example show’s how the Herzberg theory is true once extrinsic needs are met then also intrinsic needs will also need to meet this creates motivation, commitment and satisfaction.
The Thai Construction Industry
In the construction industry, a two-factor theory has been tested by Thai construction engineers. It has been found that advancement, growth, and responsibilities are linked to job satisfaction. Whereas working conditions, safety in construction, working conditions, linked to job dissatisfaction. Some of the factor’s listed in Herzberg’s two factor theories such as recognition, companies' policy, personal life balance, status etch belonged to both satisfaction and dissatisfaction. The study concluded that the theory was not suited to employee’s working in the construction industry.





Recommendation and conclusion.

The Herzberg theory findings of this report, ‘’This theory has been scrutinized and even after 50 years, it is found to still be applicable.’’ The African Journal of Business Management (2011) The theory talks about hygiene factors and motivational factor’s which aid’s the employee not to feel dissatisfied in the workplace. It helps the manager recognize which factor’s need to be met for employees in the workplace to help achieve company goals. Being more involved in the driving force of the business, which is an employee as demonstrated in JD Weatherspoon’s, where they develop worker’s and motivate them. They train them through nationally recognized qualifications. They pay higher than other companies, that increase’s loyalty and job satisfaction and thus increase motivation. They have an open culture where employee’s feel they belong and can communicate any ideas and increase’s their motivation and productivity. They meet the hygiene factors and the motivational factor’s so yes; the theory is still applicable in today’s workplace. 
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INTRODUCTION TOPIC’S OF STUDY
For this reflective section, will be using Kolb’s reflective model 1984.
CRITICAL THINKING INTRODUCTION
During this module we learnt about critical thinking. Is the ‘’process of thinking carefully about a subject or idea, without allowing feelings or opinions to affect you’’. (CAMBRIDGE DICTIONARY 2021) or also ‘’the prosperity and skill to engage in an activity with reflective skepticism’’. (Mcpeck, 1981, pg 8) Critically thinking involves reasoning and evaluating what we have been told by carefully thinking. Bloom’s Taxonomy 1956 talks about the stages of information and how it’s processed and come’s to an evaluation. In the pyramid the first layer is about knowledge of information discovering, the second layer is comprehension to do with understanding and discussing the information. The third layer is application using knowledge and experimenting. The fourth layer is about analysis identifying any patterns or trends. The fifth layer is called synthesis using old ideas to create new ideas. The final and top of the pyramid is called evaluation assessing ideas and outcomes. This framework was revised in 2001 by Lori Anderson. This helped me understand the level’s between knowledge and drawing an evaluation its more in depth with detail.
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LOGICAL REASONING 
Logic ‘’ is a branch of philosophy and it described as the science of correct reasoning’’. (Moodle 2021).  During the module we learnt about the importance of taking thing’s to account when we conclude. Such as reasoning gathering assumed ideas and coming to conclusions. Looking at arguments by what the premise tell’s us does it follow. Conclusion’s premises or argument’s being made should support conclusions. We looked at different types of reasoning such as ‘’ Inductive reasoning entails using existing knowledge or observations to make predictions about novel cases.’’  (2010 Wiley Online Library) We look at the premise and how it follows through from a specific instance to a generalized conclusion. Deductive reasoning however ‘’this involves necessary reasoning I.e., the truth of the premises make’s the truth of the conclusion necessary. Deductive reasoning is the opposite of inductive ‘’as it moves from generalized principle’s that are known to be true to a specific conclusion’’. (Moodle 2021)


[image: ]
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We also covered validity and truth as they should not be confused. For anything to be valid all the premises must be consistent for the conclusion to be true. If one premise is false out of all other’s than the argument is also invalid. This helped me to understand not what was being said, but to follow premise’s and coming to conclusions. A following patterns of information checking for any irregularity.
BELIEF’S VALUE’S AND ATTITUDE’S
We learnt about the link between belief, values and attitude, they are all linked to be able to work effectively it’s important to keep personal values and belief’s private. Need to also respect other people’s ideas especially in the workplace. ‘’A belief is an internal feeling that something is true, even though that belief may be unproven or irrational e.g. I believe that walking under a ladder bring’s bad luck, or I believe that there is life after death.’’ (Anderson and De Silva, 2009). 
‘’A value is a measure of the worth or importance a person attaches' to something our values are often reflected in the way we live our lives'.e.g.. I value freedom of speech, or I value my family, moral’s.’’ (Anderson and De Silva, 2009)
‘’Attitude is the way a person expresses' or applies their beliefs and values, and is expressed through words and behavior e.g. I get really upset when u hear about cruelty to children or animal’s (Anderson and De Silva 2009)
                                                                             [image: ]
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Organization’s also have their own value’s.
[image: ]
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I liked learning how all three are connected but also how they affect how we are as individual’s, but also to respect other people’s value’s especially in the workplace.

DEVELOPING ARGUMENTS’
We also learned about developing argument’s and this would help with our assignment’s. We looked at claim’s and that there are two types of claims. Uncontested claims and contestable claims. We then looked at the need for proof to support the claim, is the evidence accurate? Relevant? Representative? Authority?
[image: ]
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The claim is the first part of Toulmin’s model, its need’s support such as evidence. The grounds are the second part of Toulin’s model, contains facts of persuasion and the reasons behind the claim. The warrant links ideas together. Qualifier’s makes statement of the strength of the claim. This model helps me understand what is needed when someone make’s a claim to be able to think critically and question, not just accept it as true. This helped me to logically use these methods to draw conclusions.



VALIDATING EVIDENCE 
I also learnt about the importance of validating evidence; we have to follow the crap test when using any evidence to support an argument. It stands for currency, relevance, authority, accuracy and purpose. 

[image: ]
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An example of a critical thinking model we can use is Pearson’s RED model, this means to recognize assumption’s, to evaluate argument’s and then to draw conclusions. Questioning help’s find any gaps in the information presented, and make sure relevant evidence is collected. Different viewpoint’s need to be taken into account. Need to be able to analyze accurately, as information can sometimes contain a bias. We need to leave all emotion aside and think objectively to form good judgement, this was very helpful.

[image: ]
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Theories of management
Management theories are usually created to solve a problem, they cover things such as motivation, change and leadership. Classical management theories are Bureaucracy, scientific management and administrative science. Frederick W Taylor talked of the scientific management theory, with a systematic approach of training staff. The workload should be shared evenly and employees should be scientifically selected to do tasks. Also, to remove old ways of working, to make effort to reward achievement. He wanted to ensure the workers were provided with resource’s and paid fairly. The management theories helped understand the work that has been undertaken to not only motivate employee’s but to also make sure needs of an employee are met also. Helps to understand the work that goes on, not just pay it’s deeper with other factors to get employees motivated and promote stronger leadership.

Conclusion
This module has helped me gain important knowledge about critical thinking and not just accepting thing’s at face value, but to look at factor’s and to question in depth to draw a conclusion. I enjoyed learning about critical thinking and bloom’s taxonomy stages. Also, logical reasoning was very informative about deductive reasoning and inductive reasoning differences and drawing conclusion if any. Beliefs, values and attitude’s is a very important aspect of drawing conclusion’s as you have to be objective both in the workplace and if you're putting an argument across. Developing an argument, we covered contestable and non-contestable claims. Looked at Toulmin’s model, its need’s support such as evidence, the grounds are the second part of Toulin’s model, contains facts of persuasion and the reasons behind the claim. The warrant links ideas together. Qualifier’s makes statement of the strength of the claim. This model helps me understand what is needed when someone make’s a claim to be able to think critically and question, not just accept it as true. Then to validate any evidence we must use test’s like craap test and also red critical thinking model, these help to find any gap in evidence. And the final topic covered was management theories' help’s fix problems in the workplace regarding motivation and leadership.
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