Project Management Research Institute

Project Case Study: Applying Herzberg’s Two-Factor
Theory

This case study examines Project Harmony, a critical internal initiative where the project
manager successfully applied Frederick Herzberg’s Two-Factor Theory
(Motivation-Hygiene Theory) to significantly improve team morale, retention, and ultimately,
project success.

1. Project Overview and Initial Challenge

e Project Name: Project Harmony — Development and implementation of a new,
centralized Customer Relationship Management (CRM) system.
Duration: 12 months.
Team Size: 25 members (Developers, Analysts, QA, and Change Management).
Initial Challenge (Month 3): Despite having good salaries and a modern office
environment (Hygiene Factors present), the team was experiencing high turnover (3
resignations in 6 weeks), low engagement, and a lack of ownership, leading to slipped
deadlines and quality issues. The team was being treated well but was not motivated.

2. Analysis using Herzberg’s Theory

The Project Manager recognized that fixing the Hygiene Factors (which prevent
dissatisfaction) was not enough; they needed to focus on the Motivational Factors (which
create satisfaction).

A. Hygiene Factors (Dissatisfiers)

These factors relate to the work environment. Their absence causes dissatisfaction, but their
presence rarely creates satisfaction or motivation.’
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Initial State (Adequate) Action Taken Result (No
(Maintenance) Dissatisfaction)

Salary & Benefits Competitive and in-line Maintained fair
with industry standards. compensation and

improved health plan
communication.

Working Conditions Modern, well-equipped Minor upgrades: Better
office, good coffee. lighting, more ergonomic
chairs, and quiet zones.

Company Policy Clear procedures for leave, Ensured clear, consistent,
expense reports, etc. and transparent
communication from senior
management (i.e.,
Supervision quality).

Interpersonal Relations Generally polite and Instituted weekly
professional interactions. "no-agenda" social lunch
to maintain positive
relations.

Assessment: The high turnover was not due to poor hygiene factors; the team was not
actively dissatisfied with their work conditions, but they were also not actively satisfied or
motivated by the work itself.

B. Motivational Factors (Satisfiers)

These factors relate to the job content and achievement.? Their presence leads to
satisfaction and motivation.

Initial State (Lacking) Action Taken (Job Result (Increased
Enrichment) Satisfaction &
Motivation)
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Achievement

Work was fragmented;
individuals rarely saw the
full impact of their code.

Implemented weekly
“"Demo Day" where
engineers presented their
completed features directly
to end-users.

Recognition

Recognition was only
through formal, yearly
reviews.

Instituted an "Immediate
Impact Award" program
(small, public recognition
for solving a tough
problem).

The Work Itself (Interest)

Tasks were repetitive,
assigned by the PM.

Job Rotation &
Empowerment: Team
members were allowed to
select their next sprint
tasks and encouraged to
"own" an entire module
(e.g., the 'Reporting
Module Owner' was
accountable from code to
UAT).

Responsibility

PM handled all high-level
decisions and conflict
resolution.

Developers were assigned
as "Technical Leads" for
specific vendor
integrations, empowering
them to make key technical
decisions autonomously.

Advancement

No clear path for growth
during the project.

Mentorship pairings were
established, and senior
members were assigned to
train junior members on
new technologies,
signifying future growth.

3. Outcome and Project Success
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The application of Motivational Factors, specifically through job enrichment and increased
autonomy, drastically shifted the team culture.

e Team Morale: Morale scores (measured via anonymous pulse surveys) rose by 45% over
the subsequent six months.
e Team Stability: The resignation rate dropped to zero for the remainder of the project.
Team members became internal advocates for the project.
e Project Performance:
o Defect Density: Post-implementation defects were 30% lower than the
organizational average, indicating a higher quality of work.
o Schedule: Project Harmony was delivered on time and under budget, largely due to
the increased ownership and reduced rework cycles.

4. Key Learning

The case of Project Harmony demonstrates that true project success relies not just on
ensuring basic necessities (Hygiene), but strategically enriching the job itself (Motivation).

e Hygiene factors are necessary, but not sufficient.® They are the 'floor' beneath which
work quality falls.

e Motivational factors are the drivers of performance and commitment.* Empowering
team members with responsibility, recognition, and meaningful achievement is the

most effective lever a project manager has to ensure sustained, high-quality output and
retain talent.
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