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Chapter 6

Motivation

Motivation is the art of getting people to do what you want them to do 
because they want to do it.

Dwight D. Eisenhower (US General and  

34th President of the United States, 1890-1969)

As mentioned in the section on the leader’s skills, it is very important for a leader 
to be able to motivate her/his employees. In section 4.3, we looked at different 
theories about what motivates people. That is, motivation from the point of view 
of the employees. In this section, we look at the managerial side of motivation.

In 1959, the American professor, Frederick Herzberg introduced his motiva-
tion theory (Herzberg, 1959), having identified some motivational factors and 
some hygiene factors in his research. Herzberg’s so-called ‘Two-factor theory’ 
is compiled in the table below, which is a repeat of the table in Figure 4.32 in 
section 4.3.

MOTIVATORS HYGIENE FACTORS

Concern the work itself and motivate people when they 
are present at work but they seem demotivating when 
they are missing.

Concern the framework of the work performance and 
do not motivate when they are present in the job but are 
demotivating when they are lacking or unsatisfactory in 
relation to those you can compare yourself to.
Thus, hygiene factors prevent dissatisfaction and demoti-
vation, if maintained in the job.

Motivators thus promote job satisfaction and trigger 
motivation.

Thus, hygiene factors affect the level of dissatisfaction 
but cannot trigger motivation.

MOTIVATORS HYGIENE FACTORS

Recognition (real, that is; feeling that others respect what 
you do)

Status (status seen through management and col-
leagues’ eyes, titles)

Achievement (feeling that you have made a great effort) Salaries and benefits

Responsibility and control (over own work situation) Job security

Promotion Working conditions

Personal development (growth) Company policy and administration (company as a 
whole)

The nature of the work (challenging and meaningful) Management (manager’s competence and behaviour)

Relationship with colleagues

Personal life

“

FIGURE 6.24 Herzberg’s 
Two-factor theory.
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The management methods, appreciative management, value management, and 
knowledge management contain large elements of self-management and are 
therefore included in this section on self-management.

Looking at the historical development of the organizational theories men-
tioned in Chapter 2, there is a development from classical organizational theory 
up to today’s extensive use of self-management in organizations. In classical 
organizational theory, individual employees — broadly speaking — had to do 
as the leader told them. No substantial independent initiative was permitted or 
expected, except in very specific practical situations for the purpose of solving 
the tasks. Later came the human resource theoreticians, who advocated the 
involvement and motivation of employees. With this development, greater re-
sponsibility was given to the employees, and thus to what we, generally, refer 
to as ‘self-management’.

Below is Tannenbaum & Schmidt’s model of leadership styles. The model 
was reviewed on page 300 in section 6.4 on leadership style.

The figure shows the correlation between leadership style and self-manage-
ment. To the left of the figure, we have the autocratic (authoritarian) leader 
who leaves no or little room for self-management. To the right, the democratic 
leader, who may give employees full freedom.

The leadership style needed to realise self-management involves delegation 
and coaching (page 295). The leader takes a step back and sets some overall 
boundaries and pointers for the employee. After this, follow-ups are regularly 
conducted, e.g., as annual employee performance and development review. 

FIGURE 6.25 Self-man-
agement shown us-
ing Tannenbaum and 
Schmidt’s Model.

SELF-MANAGEMENT

AUTHORITARIAN LEADER DEMOCRATIC LEADER

The leader’s use of authority

1. 
The leader 
makes the 
decisions 
and com-
municates 
them.

2.
The leader 
‘sells’ his 
decisions 
to the 
group.

3. 
The leader 
presents 
his ideas 
and invites 
questions. 

4.
The leader 
presents 
his pre-
liminary 
decision 
but invites 
discussion 
and  
changes.

5. 
The leader 
introduces 
the prob-
lem, asks 
for sug-
gestions 
and then 
decides. 

6. 
The leader 
explains, 
defines  
the bound-
aries and 
lets groups 
decide.

7. 
The leader 
lets the 
group  
decide 
within the 
boundaries 
established 
for the 
leader.

Areas of freedom for subordinates
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FIGURE 6.25
Self-management shown using Tannenbaum and Schmidt’s Model.
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