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Theories of motivation
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Mayo: human
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expectancy
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Maslow and Herzberg

physiological (food, water, rest)

safety (a safe job)
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esteem (respect)

self-actualisation

m
ee

tl
ow

er
ne

ed
sfi

rst

meet lower needs first

hygiene
factors

pay, conditions,
rules

motivators
achievement,
recognition

if poor ⇒
staff unhappy

(good ones still
do not motivate)

give real,
lasting motivation

hygiene vs motivators

Hygiene factors stop unhappiness; only motivators give lasting
motivation.



Two theories, and what each says to do

Maslow’s hierarchy
Physiological needs first, then safety, then social, then esteem
needs – recognition and achievement – and finally self-
actualisation .

Herzberg
The two-factor theory : hygiene factors (pay, conditions, super-
vision) remove dissatisfaction; only motivators (achievement, responsibility, the
work itself) create satisfaction.

Taylor Scientific management : study the task, standardise it, and pay by
output. Effective, and it treats motivation as arithmetic.

Vroom Expectancy theory : effort follows from believing that effort → per-
formance → a reward the person actually wants.

Each theory implies a different action: Maslow says find the level, Herzberg says stop confus-
ing pay with motivation, Vroom says check the person values the reward.
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Financial and non-financial motivators

ways to motivate staff
financial
(money
rewards)

non-financial
(better,

fuller work)

wages & salary
piece rate,
commission
bonus, profit

sharing

job enrichment
job rotation,
enlargement

empowerment,
teamworking

financial :
salary ,
commission ,
bonus , profit sharing

non-financial :
job enrichment ,
rotation,
empowerment ,
teamworking



The non-financial motivators

non-financial motiva-
tors

reward staff without extra money, by making work more interesting
and giving more control

job enrichment more challenging tasks and more responsibility – vertical

job enlarge-
ment more tasks at the same level – horizontal

job rotation moving between different tasks to reduce boredom

empowerment letting staff decide how the work is done

teamworking meeting the social needs Maslow places in the middle of the hierarchy

Enrichment adds depth, enlargement adds width. Confusing the two is the standard lost mark
here.



A-Level Business

Exercises 2.1·2.3

tors (achievement, recognition) give real motivation.

hygiene factors
pay, conditions, rules

motivators
achievement, recognition

if poor ⇒ staff unhappy
(good ones still

do not motivate)

give real,
lasting motivation

Herzberg’s two factors: hygiene (pay, conditions) vs motivators (achievement,
responsibility)

• Financial: wages, piece rate, commission, bonus, profit-sharing. Non-financial:
job enrichment, rotation, empowerment, teamworking.

ways to motivate staff

financial
(money rewards)

non-financial
(better, fuller work)

wages & salary
piece rate, commission
bonus, profit sharing

job enrichment
job rotation, enlargement

empowerment, teamworking

Financial motivators (wages, bonus) vs non-financial (job enrichment, teamworking)

Answer shapes: an Evaluate [12] on motivation should compare financial and
non-financial methods, then judge for this firm and its workers.

2 Practice
2.1 Define the term motivation. [2]

2.2 State two financial motivators. [2]

2.3 State what Herzberg meant by a hygiene factor. [2]
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Solutions
Business answers are marked by level of response against the assessment objectives:
award AO1 knowledge, AO2 application, AO3 analysis and AO4 evaluation.

Each answer shows the steps, then the result.

2.1

• the desire or willingness of a person to work hard and do a good job (2 for a clear
definition; 1 for a partial idea)

2.2

• any two of: wages; salary; piece rate; commission; bonus; profit-sharing; performance-
related pay; fringe benefits (1 + 1)

2.3

• a factor such as pay, working conditions or rules that causes unhappiness if it is poor,
but does not truly motivate even when it is good (2 for a clear idea; 1 for a partial
idea)

3.1

• [3] AO1 1 – name a benefit (higher productivity; better quality; lower absence; lower
labour turnover). AO2 up to 2 – develop it, e.g. motivated staff stay longer

• less spent on recruiting and training
• lower costs (2 developed / 1 limited)

3.2

• [8] For each of two methods: AO1 1 + AO2 1 + AO3 up to 2. Example chains –
job enrichment: more challenging tasks

• workers feel trusted and achieve more
• higher motivation and quality. Teamworking: staff share goals and support each other
• social needs met
• lower absence. Maximum 4 per method, 8 total

3.3

• [12] AO1 2 / AO2 2 / AO3 2 / AO4 up to 6. For pay: it meets basic and safety
needs (Maslow), works well for low-paid or piece-rate work (Taylor), and is simple.
Against: Herzberg says pay only stops unhappiness; once needs are met, recognition,
responsibility and interesting work matter more, and pay rises raise costs. Judgement:
pay matters most when wages are low, but the best motivation usually mixes financial
and non-financial methods – it depends on the workers and the job
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A-Level Business

Exercises 3.1·3.23 Exam-style questions
3.1 Explain one benefit to a business of having a well-motivated workforce. [3]

3.2 Analyse two non-financial methods a business could use to motivate its staff. [8]
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A-Level Business

Exercise 3.3

3.3 ’Higher pay is the best way to motivate workers.’ Evaluate this view. [12]
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