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SYNTHESIS OF RESEARCH ON TEACHER MOTIVATION

Most often when educators con 
template motivation, they think 
in terms of motivating students 

to learn and to abide by school regula 
tions Equally important, though, with 
respect to educational leadership is the 
motivation of teachers and other staff 
members to perform effectively. As both 
theory and research indicate, school 
administrators and supervisors can play 
a crucial role in motivating staff and 
thereby enhancing student outcomes. 
Even in the most inflexibly structured 
school districts, building-level leaders 
have considerable discretion that can be 
directed toward elevating teachers' mo 
tivation.

Two theoretical frameworks that are 
especially relevant to the issue of staff 
motivation are the job factors approach 
originally articulated by Herzberg 
(1966. Herzberg and others. 1959) and 
the expectancies approach set forth by 
Vroom (1964) Each of these frame 
works has generated a substantial body 
of research and bears important implica 
tions for practice.

The Job Factors Approach
Herzberg (1966) maintained that all 
human beings have two basic types of 
needs that they seek to fulfill at work and 
in other settings, the need to avoid pain 
and the need for psychological growth. 
Both types of needs, he found, are grati 
fied to a greater or lesser degree in differ 
ent work settings by virtue of various 
aspects of the tasks and the work envi 
ronment. More specifically, certain fac 
ets of the job can fulfill psychological 
growth needs and thereby generate both 
feelings of satisfaction and motivation to 
invest effort in the work. Other facets of 
the job, on the other hand, can fulfill
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pain avoidance needs but do not generate 
either feelings of satisfaction or motiva 
tion to work harder. Herzberg called the 
growth-enhancing facets motivation fac 
tors and the pain-avoidance facets hy 
giene factors.

The motivation factors tend to be in 
trinsic to the work itself; they render 
tasks more enjoyable, interesting, and 
psychologically rewarding These fac 
tors include achievement, recognition, 
work, responsibility, advancement, and 
possibility of growth The hygiene fac 
tors are generally extrinsic to tasks; they 
are associated with the context or setting 
in which work is performed. These fac 
ets of the job include: organizational pol 
icy and administration, technical super 
vision, salary, working conditions, 
status, job security, effects on personal 
life, and interpersonal relations with 
superiors, peers, and subordinates

Herzberg and his associates conducted 
their research in various types of busi 
ness and service organizations by asking 
employees to think of a time when they 
felt especially good (or bad) about their 
job and to describe the events and feel 
ings associated with that episode. They 
found that when describing good or ex 
ceptionally pleasant episodes, respon 
dents mentioned the motivation factors 
much more often than the hygiene fac 
tors, and those interviewed mentioned 
the desire to work harder as well (Herz 
berg and others, 1959). When describing 
bad or unpleasant episodes, employees 
more frequently cited hygiene factors, 
but they did not indicate decreased ef 
fort

Educational research following the 
Herzberg interviewing procedures has 
generally tended to support the theory. 
For example. Schmidt (1976) found that 
high school administrators associated 
motivators with good events and hy 
gienes with bad events exactly as pre 
dicted in the theory. Sergiovanm (1966)

found motivators and hygienes to be dif 
ferentiated essentially as predicted, ex 
cept that work itself and advancement 
were not mentioned by the teachers in his 
sample.

When the theory has been tested by 
techniques other than interviews—for 
example. rating scales or checklists—the 
findings have been mixed. Dunnette and 
others (1967) found support for the the 
ory, while Wemimont and others (1970) 
did not However, the rating scale stud 
ies have been quite consistent in their 
findings that motivation factors are bet 
ter predictors of job attitudes than are 
hygiene factors (Weissenberg and 
G'ruenfeld. 1968; Halpem. 1966; 
Armstrong, 1971) In a recent study of 
36 varied organizations. Oldham and 
Hackman (1981) found that aspects of 
the tasks performed at work were very 
closely related to employees' motivation 
and satisfaction

A conservative conclusion that we can 
draw from the diverse studies pertinent 
to this theory is that the aspects of work 
that are intrinsic to the tasks themselves 
are significantly related to individuals' 
attitudes and their levels of motivation. 
Educational leaders can influence the 
sense of achievement, recognition, chal 
lenge, responsibility, advancement, and 
growth possibilities that teachers and 
other staff members experience at work. 
Therefore, there is a strong probability 
that they can have considerable impact 
on teachers' degrees of satisfaction and 
levels of motivation.

The Expectancies Approach
A radically different approach to the 
study of motivation was offered by 
Vroom (1964) as what has come to be 
called the Expectancy Model. Vroom 
viewed motivation as a drive or force 
within individuals to perform particular 
actions According to this theory, all 
people arc essentially hedonistic; they
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Highlights from Research 
on Teacher Motivation

School administrators can have significant impact on teachers' levels of moti 
vation. )ob factors research indicates that:

•The presence of factors intrinsic to the work—achievement, recognition, 
interesting work, responsibility, advancement, and growth possibility—results in 
satisfaction and a desire to invest further effort.

•The absence of adequate contextual elements—policy and administration, 
technical supervision, salary, working conditions, status, |ob security, effects on 
personal life, and interpersonal relationships—results in dissatisfaction but does 
not affect the desire to invest effort in work.

•Generally speaking, intrinsic factors are more closely linked to |ob attitudes 
than are the contextual factors.

Expectancies research indicates that:
• Employees' motivation or drive to perform an action is influenced both by 

the attractiveness to the employee of a successful outcome and by the employee's 
expectations that the outcome will be successful.

•The attractiveness of a successful outcome to an employee is influenced by 
the likelihood that the outcome will lead to other desired results.

• Both the amount of effort invested in a task and the actual quality of perform 
ance on the task relate to the attractiveness of the indirect results multiplied by 
the perceived utility of success for attaining those indirect results.

• Employees who are more inner-directed are more strongly influenced in 
their behavior by the attractiveness and instrumentality of outcomes; that is, they 
recognize a closer link between their action and its outcomes than do other- 
directed or externally controlled individuals.

School administrators can increase the perceived attractiveness and utility of 
excellent teaching by rewarding good performance. Administrators can also in 
crease teachers' expectancies by providing opportunities to learn the requisite 
skills and by providing positive feedback when the teaching and its results are 
good.
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Washington St., Alexandria, VA 22314.

seek to maximize pleasure and m inimize 
pain. Thus their internal drive is influ 
enced in intensity and direction by the 
likely outcomes of their actions. The 
more likely and desirable the results of a 
given action, the stronger the drive to 
perform that action.

Two types of outcomes are important 
in this theory, the direct outcomes or 
immediate results of an action and the in 
direct outcomes o r what happens as a 
consequence of the immediate results of 
the action. For example, when a teacher 
prepares a lesson for class, the result 
could be a good lesson, a mediocre les 
son, or a poor lesson; those are the possi 
ble direct outcomes of the act of planning 
a lesson. If it is a good lesson, the stu 
dents might be attentive and orderly, 
they might leam some content, the

teacher might feel good, and the princi 
pal might recognize the teacher's accom 
plishment. If the lesson is poor, the stu 
dents might be inattentive and unruly, 
they might create an embarrassing dis 
ruption, the principal might disapprove, 
and so forth. These are indirect out 
comes of preparing a lesson.

A person is motivated to perform an 
action to the extent that the direct out 
comes will yield more desirable indirect 
outcomes and to the extent that the de 
sired direct outcome is feasible. In les 
son planning, the teacher will be moti 
vated to plan the lesson if the results of a 
good lesson are highly attractive to that 
teacher and if the teacher believes plan 
ning is likely to yield a good lesson.

The expectancy theory deals with in 
dividuals' subjective assessments of the

likelihood of certain outcomes. The per 
ceived relationship between direct out 
comes and indirect outcomes is called i n 
strumentality, and the perceived 
probability that the desired direct out 
come will be achieved is called expat 
ancy. The force or motivation to perform 
a particular act is a function of the instru 
mentality of its desired direct outcomes 
times the expectancy that the desired di 
rect outcome will be achieved.

Studies related to the Expectancy 
Model have often focused on the attrac 
tiveness or valence of possible indirect 
outcomes multiplied by the instrumen 
tality of excellent performance as a pre 
dictor of the quality of actual perfor 
mance Many of these research findings 
have indicated that the quality of one's 
work is indeed a function of the attrac 
tiveness of the possible results and the 
utility of good work for attaining those 
results (Hackman and Porter, 196X; 
Lawler and Porter, 1967; Schneider and 
Olson, 1970; Sheridan and others. 
1975). As might be anticipated, at- 
tractiveness-times-insti-umentality was 
found to be a better predictor of perfor 
mance for inner-directed people than for 
other-directed people (Lawler and Por 
ter, 1967) Inner-directed people have a 
stronger belief that their own actions 
will affect the outcomes (higher expec 
tancies of success); therefore, they are 
more strongly motivated to try

Some research on this theory has fo 
cused on individuals' choices among 
options. This research indicates quite 
consistently that individuals select jobs 
(Vroom, 1966), courses of study (Hol- 
strom and Beach, 1973; Muchmsky and 
Fitch, 1975), and occupations (Mitchell 
and Knudsen, 1973; Wanous, 1972) on 
the basis of the perceived attractiveness 
of indirect outcomes and the instrumen 
talities of the various options tor attain 
ing those outcomes.

The theory has also been supported in 
the educational research. Henson (1976) 
found that college students' studying 
time and grades were related to the per 
ceived attractiveness of the indirect out 
comes times the instrumentality of good 
grades for attaining those indirect out 
comes. In further support of the theory, 
the relationship between these elements 
was strongest for students who had high 
self-esteem and internal locus-of-con- 
trol. The theory has also been substanti 
ated with respect to teachers' satisfaction 
and their effectiveness as rated by super 
visors (Miskel and others, 1980) and 
with respect to teachers' innovativeness 
(Stephens, 1974).
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We can conclude from the available 
evidence that one's actions are influ 
enced by the degree of attractiveness of 
the indirect outcomes and the instrumen 
tality of the actions for achieving the 
most desirable outcomes. There have 
been few studies that specifically exam 
ined the impact of one's expectancy that 
the action will be successful, but the re 
search lends indirect support for 
Vroom's notion that expectancy is an 
important component of motivation.

The Two Frameworks Combined
The 16 job factors identified by Herz- 
bcrg can be interpreted, from the per 
spective of Vroom's framework, as indi 
rect outcomes of people's actions on the 
|ob. The Expectancy Model suggests 
that motivation factors are likely to be 
more highly attractive (or unattractive) 
than hygiene factors and thus will have 
more impact on individuals' motivation 
In addition, motivation factors are the 
outcomes more closely associated with 
one's own effort, therefore, they are 
more likely to be closely linked with 
expectancies on a day-to-day basis. For 
example, a teacher can more readily ex 
pect praise (favorable recognition), a 
sense of accomplishment (achievement), 
and the satisfaction of having learned 
something (growth possibility) as out 
comes of investing effort in teaching 
than he or she can expect a salary in 
crease, more pleasant surroundings, and 
better supervision as outcomes of that 
effort.

The synthesis of these two frame 
works is illustrated in Figure I. This dia 
gram indicates that the motivation to per 
form an action is affected by the 
expectancy that a particular outcome can 
be achieved and by the desirability of 
that outcome in terms of its indirect ef 
fects. Based on past experiences, indi 
viduals make subjective estimates of

their own abilities (expectancies) and the 
attainment of indirect outcomes (motiva 
tors and hygienes), which thus affect 
their motivation to perform future ac 
tions.

Some research findings suggest that 
this combination of frameworks is ap 
propriate Mitchell and Albright (1972). 
for example, found that job satisfaction, 
effort, quality of performance, and re 
tention in the military were all more 
closely related to valence-times-instru 
mentality scores for intrinsic outcomes 
(motivation factors) than to such scores 
for extrinsic outcomes (hygiene factors)

Implications for Educational Leaders
To the extent that school administrators 
can control the outcomes of teachers' 
efforts, they can influence the levels of 
motivation teachers experience. We can 
consider this possibility both in terms of 
instrumentality and in terms of expect 
ancy.

Instrumentality. The more fre 
quently teachers receive praise, interest 
ing responsibilities, growth opportuni 
ties, and chances for advancement as 
results of excellent leaching, t he more 
likely they will be to perceive good 
teaching as instrumental in attaining 
these desirable indirect outcomes. That 
is. the perceived correlation between 
teaching effort and attractive outcomes 
is increased to the extent that rewarding 
outcomes of good teaching actually arc 
forthcoming in the school. Vroom's the 
ory suggests that one's subjective esti 
mates of instrumentality are realistically 
based on one's experiences in life Her/ 
berg's theory suggests that the extrinsic 
factors arc but minimal requirements to 
prevent gross dissatisfaction, but that the 
intrinsic factors are important to every 
one in fulfilling psychological growth 
needs The synthesis of both theories 
suggests that those leaders who most

consistently link teaching effectiveness 
with teachers' sense of achievement, 
favorable recognition, appropriately 
challenging work, interesting responsi 
bility, career advancement, and learning 
opportunities will have the most profes 
sionally motivated teachers

At times, even in the best of schools, a 
tew teachers do not perform up to par. 
The instrumentality concept suggests 
some strategies that principals can use 
for motivating those teachers in particu 
lar Finding something that can honestly 
be praised either personally or in writing 
might be of prime importance With ef- 
tort a principal or supervisor can refrain 
trom all criticizing for a period of time 
and concentrate instead on finding 
praiseworthy behaviors on the pan of 
undermotivated teachers. If thoughtful 
observation reveals a teaching skill that 
was previously not noticed, perhaps the 
teacher could be invited to share that 
skill with others at a faculty meeting or 
staff development conference On occa 
sion it might be necessary to make the 
instrumentality of teaching effort more 
explicit by specifying particular rewards 
that will be contingent upon the perfor 
mance of certain teaching behaviors. 
What is important is that undermoti 
vated teachers become aware that their 
positive efforts are noted and rewarded: 
slightly less important is their aware 
ness that absence of effort is also noted 
and penalised

Expectancy. The more frequently 
teachers' efforts result in successful 
teaching, the more likely they will be to 
perceive effort as related to quality of 
teaching School administrators can in 
fluence teachers' subjective expectan 
cies by such strategies as (I) observing 
teaching and explicitly acknowledging 
good teaching performance at frequent 
intervals; (2) specifying in unambiguous 
terms some of the achievable teaching

Figure 1. Synthesis of the |ob Factors Approach and the Expectancies Approach.

Subjective 
Estimates nn HiVtition Action expectancy

Direct 
Outcomes instrumentality f

interpretations of past experience

Motivation
Factors 

(high valence)

Indirect 
Outcomes
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Factors
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\alente 1

APRIL 1982 553



behaviors that constitute excellence in 
teaching; (3) providing genuine training 
so that many teachers actually gain some 
of the requisite skills; and (4) informing 
teachers of their students' learning 
gains, particularly when those gains are 
outstanding. Leaders who convince 
teachers that their actions favorably af 
fect students' learnings will have the 
most professionally motivated teachers. 

In the case of teachers who seem to 
lack motivation altogether, the expect 
ancy dimension might be the key to poor 
performance. For these individuals it is 
particularly important to point out the 
strengths of their teaching and to explain 
(in an unpatronizing manner) why these 
elements are beneficial to students. Also 
important would be a few—just a few— 
specific suggestions for actions that 
could readily be implemented by even 
the most lackadaisical teachers. Fol 
low-up visits would then be opportuni 
ties to recognize the effective implemen 
tation of those recommended actions. 
Just as youngsters often mask their own 
sense of inadequacy by a show of indif 
ference, some teachers conceal their 
feelings of ineptness behind a facade of 
hostility or indifference. By keeping this 
in mind, school administrators might 
become able to concentrate on building 
the ego strength of undermotivated 
teachers through honest and insightful 
praise, specific suggestions, and inser- 
vice training.

Conclusion
The close relationship between leaders' 
behavior patterns and employees' moti 
vation has been articulated by Georgo- 
poulous and others (1957) and by House 
(197!) as the path-goal theory of leader 
ship effectiveness. This framework, 
which combines elements of the job fac 
tors approach and the expectancies ap 
proach as well as analysis of leadership 
styles, maintains that leaders can make 
excellent performance the best path to 
the goals employees have. School lead 
ers can ensure that excellent teaching is 
the most direct path to desired outcomes 
by rewarding such teaching in meaning 
ful ways and by reinforcing teachers' 
expectations that their efforts will result 
in excellent teaching. Changing teach 
ers' levels of motivation cannot be ac 
complished overnight. It requires a 
thoughtful strategy, insight, and persis 
tence over time. •
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The Applicability of Herzberg's Motivation-Hygiene Theory

In the years since Herzberg first pro 
posed his motivation-hygiene theo.y. 
results of a number of studies have 
cast doubt on its validity. One of the 
most common criticisms is that the 
theory itself is "method bound"— 
tied to Her/berg's "critical inci 
dent" method of collecting informa 
tion (Vroom. 1964; Hwen, 1964. 
1966; House and Wigdor. 1967). 
Many of those whose research did 
not support Herzberg's initial find 
ings also concluded that worker sat 
isfaction and dissatisfaction exist on 
a single continuum, and that, if pres 
ent, those factors that generally give 
a worker the greatest feeling of satis 
faction can. if not present, also lead 
lo the greatest amount of dissatisfac 
tion (bwen. 1966; House and Wigdor. 
1967) The theory has been reported 
to have limitations due to occupa 
tional level, age, education, and sal 
ary (Centers and Bugental. 1966; 
Fricdlander. 1963. 1966; Singh and 
Baumgartel. 1966; Williamson and 
Karras. 1970; Shoukry. 1964; Herz- 
herg. 1957).

I recently made a study based on 
Hcrzherg's theory, using as subjects 
70 teachers from a small Midwest 
suburban school system. The sub 
jects themselves were almost equally 
divided among males and females; 
taught at all three organizational lev 
els (elementary. |unior high school, 
and high school); and were of vary 
ing degrees of age. experience, and 
training. 1 used a questionnaire I con 
structed in an attempt to duplicate 
Herzberg's theoretical model, taking 
criticisms of Herzberg's procedures 
into consideration

It appears (hat those factors that 
most often contribute to the satisfac 
tion of teachers are also, if absent, 
most often the cause for teacher dis 
satisfaction They are those factors 
identified by Herzberg as "motiva 
tors" and are associated with the 
higher level needs of recognition and 
self-actualization identified bv

Maslow Moreover, it seems that 
education as a profession can provide 
much satisfaction to those individuals 
employed within it because of the in 
trinsic nature of the work itself and 
the sense of accomplishment derived 
from it. However, the teachers re 
sponding in this study did not seem to 
feel their work was being recognized 
or appreciated enough by those with 
and for whom they work.

Furthermore, within each group of 
teachers responding, there were sub 
groups that seemed to have more spe 
cific needs Young men midway in 
their teaching careers needed more 
opportunities to advance within the 
profession and gain status from teach 
ing as a career. Women teachers 
needed to have strong, positive lead 
ership and needed lo perceive teach 
ing itself as being economically on a 
par with other professions

Apparently, the longer teachers are 
in the profession the more they be 
come concerned with the work envi 
ronment, or as Herzherg called it. the 
work context. Possibly. these 
"older'' teachers are at a stage in their 
lives when they and their families 
need greater stability with regard to 
job security and pay; and. possibly, 
they have reached a time in their ca 
reers when the drudgery of teaching 
or "teacher burnout" has begun to 
take control over their lives Thus, 
these individuals may derive less sat 
isfaction from the work itself and 
more from those aspects identified as 
hygiene factors

In general the teachers responding 
in this study seemed to be motivated 
by those factors that most often have 
drawn people into the profession in 
the past—the sense of accomplish 
ment and responsibility that the work 
itself gives to those involved with it 
However, teachers are increasingly 
concerned with (or dissatisfied with) 
the lack of recognition of their worth 
in society and are expressing a need to 
have their work reinforced through

better pay and other forms of tangible 
recognition

—JAMES A. MEDVED
Superintendent

Fowler-Vienna Local Schools
Vienna. Ohio
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