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Abstract: This study explores the impact of motivation theories on teachers’ performance, job 

satisfaction, and overall effectiveness in the classroom. Utilizing well-known motivational 

theories like Maslow’s Hierarchy of Needs, Herzberg’s Two-Factor Theory, and Self-

Determination Theory, among others, the study explores the impact of intrinsic and extrinsic 

elements on teachers' involvement, efficiency, and career growth. By recognizing these 

motivating factors, school leaders can more effectively create policies that enhance teacher 

retention, job fulfillment, and student achievement. The results of this review article indicate 

that when teachers' psychological needs for autonomy, competence, and connection are 

satisfied, their motivation and teaching effectiveness markedly enhanced. Nevertheless, the 

existence of solely extrinsic rewards, such as pay raises, may not be adequate to maintain 

enduring motivation unless they align with intrinsic values such as a sense of purpose and 

individual development. This research adds to educational leadership by offering insights on 

how to better utilize motivational strategies to improve the well-being and effectiveness of 

teachers. 
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Introduction: - 

Motivation is crucial in influencing teachers' professional experiences, affecting their 

effectiveness, job contentment, and, ultimately, student results. Throughout the years, 

numerous motivation theories have emerged to illustrate how various elements influence 

individuals' desire to succeed in both their careers and personal lives. In the field of education, 

grasping the factors that inspire teachers is essential for boosting their dedication, elevating 

teaching standards, and securing lasting retention in their careers. 

Notable motivation theories like Maslow’s Hierarchy of Needs (1943) [1], Herzberg’s Two-

Factor Theory (1959) [2], and Self-Determination Theory (Deci & Ryan, 1985) [3] offer 

important frameworks for comprehending the internal and external elements that affect 

teachers’ job-related behaviors. For example, Maslow's theory highlights that educators, 

similar to all people, are driven by a hierarchy of needs that spans from fundamental 

physiological necessities to self-actualization (Maslow, 1943) [1]. Herzberg's Two-Factor 

Theory makes a distinction between hygiene factors, which help avert dissatisfaction (e.g., pay, 

work environment), and motivators, which result in satisfaction and increased productivity 

(e.g., acknowledgment, personal development) (Herzberg, Mausner, & Snyderman, 1959) [2]. 

Likewise, Deci and Ryan’s Self-Determination Theory emphasizes the significance of 

autonomy, competence, and relatedness in nurturing intrinsic motivation, which is especially 
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pertinent for educators looking for satisfaction beyond external rewards such as salary and job 

stability (Deci & Ryan, 1985) [3]. 

Empirical studies on teacher motivation further support these theoretical models. For instance, 

research indicates that when teachers' inherent needs for autonomy, mastery, and connection 

are met, they experience increased job satisfaction and engagement, resulting in improved 

student outcomes (Ryan & Deci, 2000; Klassen et al., 2012) [4,5]. Conversely, dependence on 

external motivators like pay raises or bonuses tied to performance, although significant, usually 

has a restricted impact on sustained motivation and job fulfillment unless it resonates with 

intrinsic values (Richardson, Watt, & Devos, 2013) [6]. 

Although there is extensive research on motivation, it is still necessary to combine these 

theories within the teaching context to grasp how they interrelate and can be utilized to improve 

teachers' professional experiences. This review article seeks to examine and synthesize 

important motivation theories related to the teaching field, offering perspectives on how these 

theories can enhance a more motivated and efficient workforce. Through the analysis of 

empirical research and theoretical models, this paper aims to discover strategies that 

educational leaders may utilize to enhance teacher motivation, satisfaction, and performance. 

This review starts by examining the core theories of motivation, then proceeds to analyze their 

implementation in educational environments. It ends by addressing the practical effects on 

policy and leadership within schools, providing suggestions for enhancing motivation to assist 

teachers during their professional journeys. 

Background of Teacher's Motivation 

The motivation of educators has been acknowledged for a long time as a vital element affecting 

their effectiveness, job satisfaction, and retention within the field. Grasping the elements that 

influence teacher motivation is crucial for enhancing educational quality and making sure that 

educators stay dedicated to their positions. Numerous theoretical frameworks and empirical 

research offer an understanding into the foundations of teacher motivation, which can generally 

be divided into intrinsic and extrinsic motivators. 

1. Intrinsic Motivation 

Intrinsic motivation pertains to the inner drive to complete a task for its enjoyment, instead of 

for any outside incentive. In educational settings, intrinsic motivation is fueled by elements 

like the wish to assist students in learning, a love for the subject, and the satisfaction of personal 

principles such as impacting students' lives positively. Studies indicate that intrinsic motivators 

play a vital role in maintaining long-term dedication to the teaching profession (Deci & Ryan, 

1985) [3]. A key intrinsic motivator for teachers is the sense of fulfillment they gain from their 

profession. Educators frequently join the field with a deep motivation to influence students' 

lives and make a difference in the community. This corresponds with Self-Determination 

Theory (SDT), which suggests that people are motivated when they experience competence, 

autonomy, and connectedness with others (Deci & Ryan, 2000) [4]. Educators who view 

themselves as competent and self-sufficient in their positions are more inclined to feel high job 

satisfaction and intrinsic motivation (Klassen et al., 2012) [5]. 
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2. Extrinsic Motivation 

Extrinsic motivation, conversely, entails completing a task to gain rewards or evade penalties. 

For educators, external motivators can consist of pay, job stability, chances for advancement, 

and acknowledgment from school leaders. Herzberg’s Two-Factor Theory (1959) [2] 

categorizes these elements as hygiene factors, which are essential to avoid dissatisfaction but 

may not directly increase motivation. Although salary and job security hold significance, they 

frequently do not promote long-term engagement unless accompanied by chances for 

professional development and acknowledgment (Herzberg, Mausner, & Snyderman, 1959) [2]. 

Monetary rewards like bonuses tied to performance and salary increases can encourage 

teachers to a degree, but studies indicate that their effect on sustained motivation is restricted. 

For instance, Richardson, Watt, and Devos (2013) [6] discovered that although extrinsic 

rewards might draw people to the profession, they were not reliable indicators of long-term 

commitment or job satisfaction. 

3. Social and Environmental Influences 

The social and environmental context in which teachers operate also influences their 

motivation. Office culture, assistance from peers and management, along with chances for 

professional growth, significantly contribute to enhancing motivation. Educators who perceive 

strong backing from their school administration and have access to opportunities for 

professional development generally show increased job satisfaction and motivation (Day, 

2017) [7]. 

Furthermore, the school setting and interactions with students can greatly impact teachers' 

motivation. Supportive school climates, positive student interactions, and opportunities for 

meaningful work can all boost intrinsic motivation (Ryan & Deci, 2000) [4]. In contrast, 

unfavorable work settings marked by overwhelming workloads, insufficient administrative 

backing, and difficult student conduct can result in burnout and reduced motivation (Skaalvik 

& Skaalvik, 2011) [8]. 

4. Challenges and Burnout 

Although motivation is essential for the effectiveness of teachers, it can be diminished by 

several obstacles like workload demands, limited autonomy, and inadequate resources. 

Burnout, marked by emotional fatigue, depersonalization, and diminished personal 

achievement, is a serious problem impacting teacher motivation. Studies indicate that burnout 

is strongly associated with unfavorable working conditions, elevated job demands, and limited 

support from school administrators (Skaalvik & Skaalvik, 2017) [9]. 

5. Impact of Motivation on Teacher Retention 

Teacher motivation is heavily linked to staying in the profession. Ingersoll and Strong (2011) 

[10] discovered that teachers who are motivated tend to remain in the profession, whereas those 

who are demotivated face a greater likelihood of departing. Intrinsic motivation, especially the 

feeling of purpose and personal satisfaction, is a significant predictor of teacher retention (Day 

& Gu, 2010) [11]. Conversely, insufficient extrinsic motivators like low pay or unfavorable 
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working conditions may drive teachers away from the profession, particularly in low-income 

school districts (Hanushek et al., 2016) [12]. 

 Relation between Maslow’s Hierarchy of Needs and Teacher Motivation 

Maslow’s Hierarchy of Needs (1943) [1] is among the most acknowledged theories in 

psychology, categorizing human needs into a five-layer structure, starting from fundamental 

physiological needs to the desire for self-actualization. When applied to educators, this 

hierarchy clarifies how varying levels of needs can influence their motivation, job contentment, 

and overall effectiveness. The theory proposes that people are driven to meet needs in a specific 

sequence, beginning with fundamental survival needs and advancing to more intricate 

psychological and self-actualization needs. Educators, like all individuals in their professions, 

encounter motivation in varied ways based on the level of needs that are satisfied or not 

satisfied in their workplace. 

1. Physiological Needs 

At the base of Maslow's hierarchy are physiological needs such as food, water, shelter, and rest. 

For teachers, this translates into having adequate financial compensation to meet their basic 

living expenses. If a teacher’s salary is insufficient to cover these fundamental needs, it can 

lead to stress and demotivation. For example, underpaid teachers may struggle to concentrate 

on their teaching responsibilities if they are preoccupied with meeting their financial 

obligations (Hanushek, 2016) [12]. In this case, motivation will be focused primarily on 

securing better compensation rather than excelling in the classroom. 

2. Safety Needs 

Safety needs refer to the desire for security, stability, and protection from physical and 

emotional harm. In the teaching context, safety needs include job security, a stable work 

environment, and protection from threats such as violence or harassment. Teachers who do not 

feel safe in their schools—due to a lack of job security, or fear of layoffs, or working in schools 

with high levels of violence—are likely to experience low levels of motivation (Skaalvik & 

Skaalvik, 2017) [9]. Providing a safe, secure working environment is crucial for teachers to 

move beyond mere survival and begin to engage more deeply with their work. 

3. Social Needs (Belongingness and Love) 

The third tier of Maslow's hierarchy pertains to social needs, including relationships, a sense 

of belonging, and love. For educators, this is evident in the necessity for constructive 

engagement with students, peers, and administrators, alongside a nurturing and cooperative 

school environment. Educators who sense appreciation, respect, and a bond with their 

colleagues and students are more driven and prone to put in extra effort in their roles (Day, 

2017) [7]. Feeling a sense of belonging can enhance teachers' job satisfaction and dedication 

to their profession, whereas feelings of isolation or insufficient support may lead to 

demotivation and burnout (Collie et al., 2015) [13]. 

4. Esteem Needs 
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Esteem needs relate to the desire for respect, recognition, and a sense of accomplishment. 

Teachers are highly motivated when they receive recognition for their efforts, achievements, 

and contributions to student success. Feeling valued by colleagues, administrators, and students 

fulfills the esteem needs that are critical for maintaining high levels of motivation. Herzberg’s 

Two-Factor Theory (1959) [2] also highlights the role of recognition and respect as key 

motivators. Teachers who receive praise and acknowledgment for their work often experience 

increased self-esteem, leading to higher job satisfaction and professional growth (Klassen et 

al., 2012) [5]. 

Conversely, teachers who feel undervalued or unrecognized may suffer from low morale and 

decreased motivation. The lack of esteem can lead to feelings of inadequacy and dissatisfaction, 

causing some teachers to leave the profession prematurely. 

5. Self-Actualization 

At the top of Maslow's hierarchy is the need for self-actualization, which refers to the 

realization of one's full potential and the ability to pursue personal growth and fulfillment. In 

the teaching profession, self-actualization can manifest as the drive to improve one’s teaching 

practices, contribute to educational reform, engage in lifelong learning, and inspire students to 

reach their potential (Day & Gu, 2010) [11]. Teachers who have opportunities for professional 

development, creativity, and autonomy are more likely to feel self-actualized and intrinsically 

motivated to excel in their work. 

Self-actualized teachers find deep fulfillment in the impact they have on students’ lives and 

society as a whole. They seek to grow personally and professionally, often engaging in 

activities like mentoring other teachers, participating in curriculum development, and leading 

innovative teaching practices (Deci & Ryan, 2000) [4]. Teachers who reach this stage are 

generally highly motivated, as their work aligns with their values and goals. 

Conclusion 

Maslow’s Hierarchy of Needs provides a comprehensive framework for understanding teacher 

motivation by illustrating how different levels of needs must be met for teachers to achieve 

higher levels of job satisfaction and performance. When teachers' basic physiological and 

safety needs are met, they can focus on fulfilling their social, esteem, and self-actualization 

needs. Meeting these higher-level needs leads to more motivated, engaged, and effective 

teachers, which ultimately benefits students and the educational system as a whole. Educational 

leaders and policymakers can use this framework to design strategies that support teacher 

motivation by addressing needs at each level of the hierarchy. 
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Image: Maslow’s Hierarchy of Needs [14] 

 Relation Between Herzberg’s Two-Factor Theory and Teacher Motivation 

Herzberg’s Two-Factor Theory, also known as the Motivation-Hygiene Theory, provides a 

valuable framework for understanding teacher motivation. Developed by Frederick Herzberg 

in 1959, this theory suggests that two sets of factors influence job satisfaction and motivation: 

motivators (intrinsic factors) and hygiene factors (extrinsic factors). Motivators, such as 

achievement, recognition, and personal growth, lead to higher levels of job satisfaction and 

motivation, while hygiene factors, such as salary, working conditions, and job security, prevent 

dissatisfaction but do not necessarily increase motivation when present. Applying this theory 

to teaching offers insights into how different workplace conditions and professional 

experiences affect teachers' motivation and job satisfaction. 

1. Motivators (Intrinsic Factors) and Teacher Motivation 

Motivators are the factors that lead to job satisfaction and motivate teachers to go above and 

beyond their basic duties. These intrinsic factors are tied to the nature of the work itself and 

include aspects like achievement, recognition, professional growth, and opportunities for 

meaningful contributions. In the teaching context, motivators might involve the following: 

 Achievement: Teachers often derive intrinsic satisfaction from student success and the 

positive impact they have on their students’ lives. When teachers see tangible evidence 

of student learning and improvement, it enhances their sense of accomplishment, 

fostering higher motivation (Klassen et al., 2012) [5]. 

 Recognition: Recognition from administrators, colleagues, students, and parents plays 

a critical role in maintaining teacher motivation. Praise and acknowledgment of a 

teacher's hard work and dedication can boost self-esteem and increase job satisfaction 

(Herzberg, Mausner, & Snyderman, 1959) [2]. Research shows that teachers who feel 
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recognized and valued for their contributions are more likely to stay motivated and 

committed to their roles (Day & Gu, 2010) [11]. 

 Professional Growth: Opportunities for professional development, skill enhancement, 

and career advancement serve as powerful motivators for teachers. When schools invest 

in teachers’ professional growth—such as offering workshops, training, or leadership 

opportunities—it fulfills their need for personal development and increases intrinsic 

motivation (Richardson, Watt, & Devos, 2013) [6]. Teachers who have opportunities to 

innovate in their classrooms or take on leadership roles are more likely to feel satisfied 

and motivated in their careers. 

These motivators align closely with Herzberg’s assertion that satisfaction stems from intrinsic 

rewards related to the job itself. For teachers, the ability to experience success, recognition, 

and growth in their profession plays a key role in maintaining high levels of motivation. 

2. Hygiene Factors (Extrinsic Factors) and Teacher Motivation 

Hygiene factors, according to Herzberg, are external conditions that do not directly motivate 

individuals but are necessary to prevent dissatisfaction. These factors are often related to the 

work environment and organizational policies. In the teaching profession, hygiene factors 

include: 

 Salary and Benefits: Although salary is an extrinsic factor, adequate pay is essential 

for preventing dissatisfaction. Teachers who feel underpaid or who struggle to meet 

their basic needs due to inadequate compensation are more likely to experience 

dissatisfaction (Hanushek et al., 2016) [12]. While increasing salary alone may not lead 

to long-term motivation, it is essential for ensuring that teachers are not dissatisfied 

with their jobs (Herzberg et al., 1959) [2]. 

 Working Conditions: The physical and emotional environment in which teachers 

work—such as class size, availability of resources, and support from administrators—

can significantly impact their job satisfaction. Poor working conditions, such as 

overcrowded classrooms or lack of materials, can lead to dissatisfaction and stress 

(Skaalvik & Skaalvik, 2017) [9]. On the other hand, schools that provide adequate 

resources and create a supportive work environment help prevent dissatisfaction, even 

if these factors do not directly increase motivation. 

 Job Security: Teachers who feel uncertain about their job security, due to budget cuts, 

school closures, or performance-based evaluations, often experience anxiety and 

dissatisfaction. Job stability is a basic extrinsic need, and while it may not motivate 

teachers in the long run, the absence of job security can lead to high levels of 

dissatisfaction and demotivation (Skaalvik & Skaalvik, 2011) [8]. 

 Interpersonal Relationships: Positive relationships with colleagues, students, and 

administrators can serve as a hygiene factor, preventing dissatisfaction. While 

supportive relationships do not always drive motivation, a lack of collegiality or a toxic 
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work environment can lead to dissatisfaction and negatively impact teachers’ 

performance (Collie et al., 2015) [13]. 

Herzberg’s theory suggests that while hygiene factors do not increase motivation, their absence 

can lead to dissatisfaction. In teaching, it is crucial to address these factors to create a stable 

and supportive environment where teachers can focus on motivators that lead to job 

satisfaction. 

3. Balancing Motivators and Hygiene Factors in Teaching 

For teachers to remain motivated, both motivators and hygiene factors need to be addressed 

simultaneously. Research indicates that focusing on hygiene factors alone, such as improving 

salary or working conditions, may alleviate dissatisfaction but will not necessarily lead to 

higher motivation or job satisfaction. Conversely, focusing only on motivators, like offering 

professional development without ensuring adequate pay or job security, may leave teachers 

vulnerable to dissatisfaction. 

For example, Day and Gu (2010) [11] found that teachers who experienced both high levels 

of recognition and professional growth, alongside favorable working conditions and job 

security, reported the highest levels of job satisfaction and motivation. Similarly, Klassen et 

al. (2012) [5] suggest that teachers’ motivation is optimized when schools provide 

opportunities for achievement and recognition while also ensuring basic hygiene factors like 

manageable workloads and adequate resources. 

Conclusion 

Herzberg’s Two-Factor Theory provides a useful framework for understanding the complexity 

of teacher motivation. While intrinsic motivators such as achievement, recognition, and 

professional growth drive long-term motivation and job satisfaction, hygiene factors like salary, 

job security, and working conditions are essential for preventing dissatisfaction. By addressing 

both types of factors, educational leaders can create an environment that fosters motivated, 

committed, and satisfied teachers, ultimately improving student outcomes and reducing teacher 

turnover. 
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Image: Herzberg’s Two-Factor Theory [16] 

 

 Relation Between Self-Determination Theory (SDT) and Teacher Motivation 

Self-determination theory (SDT), developed by Edward Deci and Richard Ryan in the 1980s, 

is a widely accepted framework for understanding human motivation, particularly in 

educational contexts. SDT posits that human motivation is influenced by three innate 

psychological needs: autonomy, competence, and relatedness. When these needs are satisfied, 

individuals experience higher levels of intrinsic motivation, well-being, and engagement in 

their tasks. For teachers, SDT provides insight into how their motivation is shaped by the 

fulfillment of these basic psychological needs within the work environment. 

1. Autonomy and Teacher Motivation 

Autonomy refers to the need to feel in control of one's actions and decisions. In the context of 

teaching, autonomy means that teachers have the freedom to make decisions about their 

teaching methods, classroom management, and curriculum design. Teachers who experience 

high levels of autonomy tend to be more intrinsically motivated because they feel a sense of 

ownership and responsibility over their work (Deci & Ryan, 2000) [4]. When teachers are 

allowed to teach in ways that align with their personal values and professional beliefs, they are 

more likely to be engaged and satisfied with their work. 

Research on teacher autonomy has shown that when schools offer flexibility and encourage 

teacher-driven decision-making, it enhances teachers' motivation and sense of professional 

empowerment. For example, teachers who have the autonomy to adapt their lessons to meet 

students’ diverse needs are more motivated and invested in their teaching, leading to better 

student outcomes (Klassen et al., 2012) [5]. Conversely, a lack of autonomy, such as rigid 

standardization or excessive administrative control, can reduce motivation, causing teachers to 

feel micromanaged and disengaged from their work (Ryan & Deci, 2000) [4]. 
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2. Competence and Teacher Motivation 

Competence refers to the need to feel effective in one's role and capable of achieving desired 

outcomes. For teachers, this means feeling that they have the skills, knowledge, and support 

necessary to help their students succeed. When teachers feel competent, they experience a sense 

of accomplishment and are motivated to continue improving their practice. This aligns with the 

mastery-oriented goals often seen in teaching, where the desire to improve student learning 

fuels teachers' intrinsic motivation. 

Providing teachers with adequate professional development opportunities, mentorship, and 

resources can significantly enhance their sense of competence. Teachers who perceive 

themselves as effective and able to positively impact student learning are more likely to be 

motivated, both intrinsically and extrinsically. In contrast, teachers who face barriers such as a 

lack of resources, poor student performance, or inadequate support from school leadership may 

experience reduced motivation and job satisfaction (Skaalvik & Skaalvik, 2011) [8]. 

3. Relatedness and Teacher Motivation 

Relatedness refers to the need to feel connected to others, to have meaningful relationships, 

and to belong to a community. In the teaching profession, relatedness is fulfilled through 

relationships with students, colleagues, and administrators. Teachers who feel valued and 

supported by their peers, students, and the school community experience higher levels of 

intrinsic motivation. Positive interactions and a sense of belonging in the workplace contribute 

to job satisfaction and emotional well-being, which in turn enhances motivation (Ryan & Deci, 

2000) [4]. 

Teacher-student relationships are particularly important for fulfilling the need for relatedness. 

When teachers build strong, supportive relationships with their students, it not only improves 

classroom dynamics but also increases teachers' motivation by giving them a sense of purpose 

and fulfillment (Collie et al., 2015) [13]. Similarly, collegial support and collaborative work 

environments enhance teachers' sense of belonging and relatedness, contributing to a more 

motivated and engaged workforce (Day & Gu, 2010) [11]. 

4. Intrinsic and Extrinsic Motivation in Teachers 

SDT distinguishes between intrinsic motivation (engaging in tasks for inherent satisfaction) 

and extrinsic motivation (engaging in tasks for external rewards or pressures). For teachers, 

intrinsic motivation is typically driven by a passion for teaching, the joy of seeing students 

succeed, and a personal commitment to education. Intrinsically motivated teachers find their 

work rewarding because it aligns with their internal values and goals. 

Extrinsic motivation, on the other hand, includes factors such as salary, job security, and 

performance-based incentives. While extrinsic motivators can be effective in the short term, 

SDT argues that they do not sustain long-term motivation unless they are integrated with 

intrinsic goals. Teachers who are motivated solely by extrinsic rewards may eventually 

experience burnout if their internal needs for autonomy, competence, and relatedness are not 

fulfilled (Deci & Ryan, 1985) [3]. For example, performance-based pay alone may not lead to 

https://www.irjweb.com/


 

International Research Journal of Education and Technology 

Peer Reviewed Journal 
ISSN 2581-7795 

 

324 
© 2024, IRJEDT Volume: 07 Issue: 02 | FEB-2025 

sustained motivation unless teachers also feel autonomous, competent, and connected in their 

work environment. 

 

 

5. Supportive School Environments and Teacher Motivation 

SDT emphasizes the importance of creating environments that support teachers' psychological 

needs. Schools that foster autonomy, provide professional development to enhance 

competence, and build a supportive, collaborative culture to strengthen relatedness are more 

likely to have motivated and effective teachers. Research shows that when teachers work in 

environments that support their basic psychological needs, they experience higher levels of job 

satisfaction, lower stress, and greater retention (Klassen et al., 2010; Day, 2017) [16,7]. 

Conversely, controlling environments that undermine teachers' autonomy, restrict their 

professional development, or create isolation can lead to decreased motivation and increased 

teacher turnover. Teachers who work in schools with excessive administrative control, lack of 

resources, or poor collegial support may experience demotivation, leading to lower job 

satisfaction and reduced effectiveness (Skaalvik & Skaalvik, 2017) [9]. 

Conclusion 

Self-Determination Theory provides a comprehensive framework for understanding the factors 

that influence teacher motivation. By addressing teachers' needs for autonomy, competence, 

and relatedness, schools can create environments that foster intrinsic motivation and long-term 

job satisfaction. Teachers who feel empowered, capable, and connected to their school 

communities are more likely to be motivated, engaged, and effective in their work. This, in 

turn, leads to better outcomes for students and the broader educational system.  

                       

Figure: - Self-determination theory [17] 
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 ERG Theory of Motivation on Teachers 

The ERG Theory of Motivation, proposed by Clayton Alderfer, is an adaptation of Maslow’s 

Hierarchy of Needs [18]. Alderfer condensed Maslow's five levels into three categories: 

Existence, Relatedness, and Growth. This theory offers a flexible framework for 

understanding motivation, particularly in the workplace, including educational settings like 

schools. Applying the ERG Theory to teachers provides insights into how their needs influence 

job satisfaction and performance. 

Breakdown of ERG Theory: 

1. Existence Needs: These correspond to Maslow's physiological and safety needs. For 

teachers, this could relate to a safe work environment, job security, adequate salary, and 

resources (such as classroom supplies and teaching aids). Ensuring these needs are met 

helps prevent dissatisfaction. 

2. Relatedness Needs: Relatedness refers to social interactions, belonging, and esteem 

from others, mirroring Maslow's social needs. Teachers often require positive 

relationships with colleagues, administrators, students, and parents. Effective 

communication and collaboration within the school environment can fulfill these needs. 

3. Growth Needs: Growth aligns with Maslow’s esteem and self-actualization needs. For 

teachers, this may include opportunities for professional development, career 

advancement, recognition, and the ability to impact students positively. Growth needs 

motivate teachers to improve their skills and achieve personal and professional goals. 

Application to Teachers 

1. Existence Needs in Teaching: 

o Competitive salaries and benefits are crucial for teacher retention. 

o A safe, well-equipped, and supportive school environment ensures teachers can 

focus on teaching without undue stress. 

2. Relatedness Needs in the School Environment: 

o Teachers thrive in environments where they feel valued by their peers and 

administrators. 

o Positive interactions with students and parents contribute to a sense of 

belonging and purpose. 

3. Growth Needs for Teacher Motivation: 

o Opportunities for further education, such as attending workshops, earning 

advanced degrees, or engaging in curriculum development, satisfy teachers' 

growth needs. 

o Recognition from administration and peers, as well as personal achievement 

through student success, drives teachers to strive for excellence. 
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Implications of ERG Theory for Teacher Motivation 

 Frustration-Regression Principle: According to ERG theory, if teachers are unable to 

satisfy higher-level growth needs, they may regress to lower-level relatedness or 

existence needs. For example, if opportunities for professional development (growth) 

are lacking, teachers might focus more on social connections with colleagues 

(relatedness) or push for better pay and job security (existence). 

 Flexibility in Needs: Unlike Maslow’s strict hierarchy, the ERG model allows for 

simultaneous pursuit of multiple needs. A teacher may seek professional development 

(growth) while also valuing supportive relationships (relatedness) and job stability 

(existence) at the same time. 

Moreover, I have cited two more articles reviewing this ERG theory of motivation. One is 

studied by Van den Broeck, A., et al. (2010) [19]. This article explores how need satisfaction 

at work can motivate employees, including teachers. Another one is an article by Walker, T. 

(2018) [20] which provides insights into factors affecting teacher satisfaction, retention, and 

motivation, many of which align with the ERG theory's focus on existence, relatedness, and 

growth needs. 

 

 

                               

Image: - Maslow’s Hierarchy of Needs in contrast with ERG theory of Motivation [21] 

 McClelland’s Need Theory of Motivation on Teachers 

McClelland’s Need Theory of Motivation, also known as the Three Needs Theory, suggests 

that human motivation is driven by three primary needs: Achievement, Affiliation, and Power 

[22]. This theory has important implications for understanding teacher motivation, as it helps 

explain what drives teachers to perform effectively, seek career advancement, and engage with 

their students and peers. 
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The Three Needs in McClelland’s Theory: 

 Need for Achievement (nAch): The desire to excel, achieve about a set of standards, 

and strive to succeed. 

 Need for Affiliation (nAff): The need to form close relationships, to be liked by others, 

and to feel a sense of belonging. 

 Need for Power (nPow): The desire to influence, control, or have authority over others. 

Applying McClelland’s Theory to Teachers 

 Need for Achievement (nAch): 

 

Teachers driven by the need for achievement are motivated by setting and accomplishing goals, 

such as student success, high exam scores, or professional recognition. These teachers often 

strive for excellence in teaching methods, curriculum design, and continuous improvement 

through professional development. Teachers with a high need for achievement are likely to 

measure their success based on student performance and are motivated by the sense of 

accomplishment when students meet or exceed educational benchmarks. 

 Need for Affiliation (nAff): 

Teachers with a strong need for affiliation are motivated by positive relationships with 

colleagues, students, and parents. They value teamwork, collaboration, and communication, 

and they may be more likely to participate in school committees, engage in peer mentoring, or 

foster a strong classroom community. These teachers find satisfaction in creating a supportive 

and harmonious classroom environment and in being well-liked by students and colleagues. 

 Need for Power (nPow): 

Teachers driven by the need for power may seek leadership roles within the school, such as 

becoming department heads, administrators, or leading initiatives in curriculum development. 

This need for power does not necessarily imply a desire for control but can reflect the desire to 

influence educational practices, contribute to school policy decisions, or mentor other teachers. 

Teachers with a high need for power are motivated by the ability to make a significant impact 

on the educational system, their students' learning experience, and school governance. 

Implications for Teacher Motivation 

1. Teacher Professional Development: 

Teachers with high achievement needs are likely to engage more deeply in professional 

development opportunities and pursue advanced certifications or degrees. Professional 

development programs can be tailored to help such teachers set and achieve new goals. 

2. Collaboration and School Culture: 
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Teachers with high affiliation needs thrive in environments that promote collaboration, mutual 

respect, and open communication. School leaders can focus on building a strong, supportive 

school culture to keep such teachers motivated. 

3. Leadership Opportunities: 

Teachers with a need for power often seek leadership opportunities. Schools can harness this 

by offering pathways for career growth such as instructional leadership roles, mentoring 

programs, or administrative positions. 

Studying this, I also studied three more articles that are at par with this theory. Seymour, C. A., 

& Walsh, J. P. (2006) [23] discussed how motivational theories, including McClelland’s, relate 

to teacher engagement and reform efforts in schools. A study by Baumeister, R. F., & Leary, 

M. R. (1995) [24] supports the idea that affiliation needs (as highlighted by McClelland) are 

critical in workplace environments, including education. Quin, C., & Li, X. (2015) [25] in an 

article titled "Teacher Motivation and Its Impact on the Classroom Environment: Theories and 

Practical Implications" examined the role of teacher motivation through different motivational 

theories, with a focus on how need-based theories apply to educators. 

         

                      Image: - McClelland’s Need Theory of Motivation [26] 

 Vroom’s Expectancy Theory on Teachers  

Vroom’s Expectancy Theory of Motivation, proposed by Victor Vroom in 1964 [27], is 

based on the belief that individuals are motivated to act in a certain way based on the 

expected outcomes of their actions. This theory consists of three key components: 

Expectancy, Instrumentality, and Valence. When applied to teachers, Vroom's theory 

helps explain how teachers' motivation is influenced by their expectations of rewards, 

the belief that their efforts will lead to performance, and the value they place on those 

rewards. 

Key Components of Vroom’s Expectancy Theory 

 Expectancy (E): The belief that increased effort will lead to better performance. For 

teachers, this refers to the confidence that if they put more effort into lesson planning, 

https://www.irjweb.com/


 

International Research Journal of Education and Technology 

Peer Reviewed Journal 
ISSN 2581-7795 

 

329 
© 2024, IRJEDT Volume: 07 Issue: 02 | FEB-2025 

teaching, and student engagement, it will lead to improved student outcomes and better 

evaluations. 

 Instrumentality (I): The belief that if one performs well, a desired outcome or reward 

will follow. For teachers, this could mean that excellent teaching and student 

performance will lead to recognition, promotions, salary increases, or job stability. 

 Valence (V): The value an individual places on the rewards they expect to receive. For 

teachers, the value could be placed on different rewards such as personal satisfaction 

from student success, monetary rewards, professional growth opportunities, or public 

recognition. 

The motivation (M) of an individual, according to Vroom’s theory, can be calculated as        

M=E×I×V 

In this formula, if any of the three components—expectancy, instrumentality, or 

valence—is low or absent, overall motivation will be low. 

 

Application of Vroom’s Expectancy Theory to Teachers 

1. Expectancy in Teaching: Teachers are motivated when they believe that their 

efforts will lead to better teaching outcomes, such as improved student 

performance and successful classroom management. If teachers have the 

resources, skills, and support from administrators, they are more likely to 

believe that their efforts will lead to success. Professional development, 

sufficient classroom resources, and a positive teaching environment are 

important factors that strengthen teachers' expectancy beliefs. Conversely, if 

teachers feel they lack control over student performance due to external factors 

(e.g., lack of parental support, large class sizes), their expectancy may decrease, 

reducing motivation. 

2. Instrumentality in Teaching: Teachers must believe that their efforts and high 

performance will lead to desired outcomes. For example, they may expect 

rewards such as recognition, career advancement, better teaching evaluations, 

or bonuses. Schools with clear and transparent reward systems tied to 

performance are more likely to motivate teachers. This includes teacher 

evaluation systems that fairly assess performance and provide meaningful 

feedback. If teachers perceive that their efforts are not linked to rewards or that 

rewards are arbitrary (e.g., promotions not based on merit), their motivation 

may diminish. 

3. Valence in Teaching: Teachers must value the rewards they expect to receive. 

For some teachers, personal fulfillment from helping students succeed may be 

the most important motivator. For others, financial incentives, recognition, or 

career advancement might hold greater value. If a school offers rewards that do 

not align with what teachers value, it can result in lower motivation. For 

instance, if teachers highly value professional development but are offered 

financial incentives instead, their motivation might be lower. Understanding 

what individual teachers value is crucial for aligning rewards with their intrinsic 

and extrinsic motivations. 

Practical Implications of Vroom’s Theory for Schools and Administrators 
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1. Enhancing Expectancy: Schools should provide professional development 

opportunities, resources, and support to ensure that teachers believe their efforts 

will lead to better performance. Setting clear, achievable goals for teachers and 

offering them the tools to succeed will increase their expectancy. This could include 

access to updated teaching materials, small class sizes, and opportunities for 

collaborative planning with colleagues. 

2. Improving Instrumentality: Administrators should create a transparent system 

where teachers clearly understand the connection between their performance and 

rewards. Regular feedback and performance evaluations should be aligned with 

outcomes that teachers care about, such as promotions, leadership roles, or public 

recognition. Schools should ensure that rewards are based on performance rather 

than factors outside of teachers’ control, ensuring that teachers feel their hard work 

is recognized and rewarded. 

3. Aligning Valence: School leaders must understand what individual teachers value 

most—whether it’s financial rewards, career growth, personal fulfillment, or 

student success—and tailor reward systems accordingly. Offering flexible reward 

structures that address different teacher preferences can enhance motivation. For 

example, some teachers may appreciate tuition reimbursement for further studies, 

while others might prefer salary bonuses or recognition at school events. 

 

Following the mentioned details, I have cited three articles. “Teacher Motivation 

and School Leadership: An Application of Expectancy Theory by Seymour, C.A. 

(2007) [28] explores how the expectancy theory applies to teachers and school 

leadership, particularly about teacher motivation and performance. "Expectancy 

Theory and Teacher Motivation: How Reward Systems Impact Educational 

Outcomes."- an article by Walker, R. J., & Borden, A. R. (2013) [29] discusses the 

practical implications of expectancy theory in educational settings and how 

administrators can use it to increase teacher motivation. "Principals' Leadership and 

Teachers' Motivation: Self-Determination Theory and Vroom's Expectancy 

Theory."- by Eyal, O., & Roth, G. (2011) [30] compare self-determination theory 

with Vroom’s expectancy theory in the context of school leadership and its impact 

on teacher motivation. 

Conclusion 

Vroom’s Expectancy Theory provides a useful lens for understanding teacher 

motivation by examining how teachers perceive the relationship between their 

efforts, performance, and rewards. By addressing all three components—

expectancy, instrumentality, and valence—school administrators can create 

environments that motivate teachers, leading to improved job satisfaction, higher 

performance, and better student outcomes. 

 

 Porter and Lawler’s Expectancy Theory of Motivation on Teachers 

Porter and Lawler’s Expectancy [31,32] Theory of Motivation is an extension of Vroom’s 

Expectancy Theory [27] but adds additional layers to how individuals, including teachers, are 

motivated. The theory suggests that motivation is not just a product of the expectation of a 
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reward, but also considers the value of the reward and the individual's ability to achieve the 

desired performance. In the context of teachers, this theory can help explain how their effort, 

performance, and satisfaction interact. 

Key Components of Porter and Lawler's Theory in Teaching Context: 

1. Effort: Teachers must believe that their effort will lead to good performance 

(Expectancy). If teachers feel that their hard work in lesson planning, teaching, and 

assessment will yield success in terms of student outcomes and positive evaluations, 

they are more likely to put in more effort. 

2. Performance: Performance is influenced by the teacher’s ability, experience, and 

understanding of teaching methods (Ability). It also depends on how the teaching 

environment (school policies, classroom resources) supports their efforts. 

3. Rewards: 

o Intrinsic Rewards: Teachers may feel rewarded through personal satisfaction, 

a sense of accomplishment, or positive feedback from students. 

o Extrinsic Rewards: These include salary, promotions, recognition, or awards. 

If teachers believe that good performance will lead to rewards they value, they 

will be more motivated (Instrumentality). 

4. Valence: This refers to the value teachers place on the rewards. If a teacher highly 

values intrinsic rewards (like job satisfaction or making a difference in students' lives), 

they will be motivated even if the extrinsic rewards (such as pay) are not high. On the 

other hand, if a teacher highly values extrinsic rewards, a lack of financial or 

professional recognition may decrease motivation. 

5. Job Satisfaction: The theory also highlights that satisfaction is not just about the 

rewards received but is influenced by whether the rewards meet or exceed expectations. 

A teacher who receives recognition they expected will be satisfied, but if the recognition 

is greater than expected, satisfaction may be even higher. 
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Image: - Porter and Lawler’s Expectancy Theory of Motivation [33] 

Application to Teachers: 

 Expectancy: If teachers believe that their efforts (lesson planning, engaging students) 

will lead to better classroom performance (improved student learning and positive 

feedback from administrators), they will be more motivated to exert effort. 

 Instrumentality: Teachers must see a clear link between high performance and the 

achievement of desired rewards. If a school promises bonuses or public recognition for 

effective teaching but fails to deliver, the teachers may become demotivated. 

 Valence: Teachers must find the rewards valuable. For some, professional development 

opportunities or personal growth may be more motivating than monetary rewards. 

Schools must align the rewards with what teachers truly value to maintain high 

motivation. 

Practical Example: 

 A school may offer an award for the "Teacher of the Year." If teachers believe that 

putting in extra effort will increase their chances of receiving the award (expectancy), 

and if they believe that winning this award leads to increased recognition, bonuses, or 

career growth (instrumentality), and if they highly value these rewards (valence), they 

will be motivated to perform at a higher level. 

 

 

 

 Equity Theory of Motivation on Teachers 
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Equity Theory of Motivation, developed by J. Stacy Adams in 1963 [34], is based on 

the principle of fairness and balance. It posits that individuals are motivated when they 

perceive their treatment as fair in comparison to others. The theory suggests that 

employees (or teachers, in this case) compare the ratio of their inputs (effort, 

experience, skills) to the outcomes (salary, recognition, promotion) with the ratios of 

others doing similar work. When these ratios are perceived as equal, motivation remains 

high. However, perceived inequity can lead to dissatisfaction and decreased motivation. 

Key Concepts of Equity Theory in the Context of Teaching: 

1. Inputs: 

o For teachers, inputs include their qualifications, experience, effort in teaching, 

hours spent on lesson planning, classroom management, and engagement in 

extracurricular activities. 

o Inputs also include emotional labor such as nurturing students, managing 

behavior, and dealing with stress. 

2. Outcomes: 

o Outcomes for teachers include salary, recognition, promotion, access to 

professional development opportunities, feedback from administrators, job 

security, and respect from students and colleagues. 

o Intrinsic outcomes like personal satisfaction, student success, or appreciation 

from students also factor in. 

3. Comparison with Referents: 

o Teachers evaluate their inputs and outcomes relative to their peers (other 

teachers at the same school or in different schools). This might be based on their 

colleagues' salary, workload, recognition, or promotions. 

o Teachers could also compare their situation with educators in other districts, 

schools, or regions, especially with those in similar roles or levels of experience. 

4. Perceived Equity: 

o If teachers perceive that they are treated fairly—i.e., the ratio of their inputs to 

outcomes is similar to that of their peers—they will feel motivated, satisfied, 

and engaged in their work. 

5. Perceived Inequity: 

o Under-rewarded Inequity: If teachers feel that they are putting in more effort 

(working longer hours, taking on more responsibilities) but receiving fewer 

rewards (lower salary, lack of recognition) compared to their peers, they may 

feel demotivated, frustrated, and disengaged. 

o Over-rewarded Inequity: Although less common, if teachers feel they are 

rewarded more than their peers for the same level of input, they might 

experience guilt or discomfort, though many may adjust their perception of their 

input to match the higher reward. 

6. Restoring Equity: 

o To restore equity, teachers may adjust their inputs (reduce effort, take on fewer 

responsibilities), demand better outcomes (ask for a raise or more recognition), 

or change their perception of the situation (justify the inequality by attributing 
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it to experience or differences in job role). Some may even leave the 

organization if the inequity persists. 

Application to Teachers [35,36,37]: 

1. Workload and Compensation: 

o If a teacher feels that they are putting in significantly more effort than their 

colleagues (e.g., spending more time on lesson planning, grading, or engaging 

with students) but receiving the same or lower pay, they may feel undervalued 

and demotivated. Over time, this can lead to burnout and higher turnover rates 

in schools. 

2. Recognition and Reward Systems: 

o Schools that regularly recognize the efforts of teachers (through public 

acknowledgment, awards, or bonuses) are likely to maintain higher levels of 

motivation. However, if recognition is seen as unfair (favoritism in award 

systems, unequal distribution of rewards), it can lead to perceived inequity and 

dissatisfaction. 

3. Opportunities for Growth: 

o Teachers who perceive that they do not have the same access to professional 

development opportunities or career progression as their peers may feel 

demotivated, believing that their inputs are not leading to the same outcomes. 

4. Job Satisfaction and Retention: 

o Ensuring equity in terms of workload distribution, compensation, and access to 

opportunities can improve job satisfaction and reduce turnover among teachers. 

 

 
Image: - Equity Theory of Motivation [38] 
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Practical Example: 

A teacher may feel they are working just as hard as another colleague but receiving a 

lower salary. This could lead to feelings of inequity. To restore equity, the teacher might 

reduce their effort (work fewer hours), seek a higher position or salary, or start looking 

for job opportunities elsewhere. On the other hand, a teacher who feels equitably 

rewarded for their work will likely remain motivated and engaged. 

 

 Reinforcement Theory of Motivation on Teachers 

Reinforcement Theory of Motivation, developed by B.F. Skinner [39] through his work 

in behavioral psychology, focuses on how individuals’ behavior is shaped by its 

consequences. The theory posits that behavior is a function of its consequences and that 

actions followed by positive reinforcement are likely to be repeated, while actions 

followed by punishment are less likely to occur. In the context of teaching, this theory 

helps explain how teachers’ behaviors and motivations can be influenced by different 

types of reinforcements provided by their work environment. 

  
Image- Reinforcement Theory of Motivation [40] 

 

 
 

Key Elements of Reinforcement Theory in Teaching: 
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1. Positive Reinforcement: 

o Positive reinforcement refers to providing a reward or positive outcome 

following a desirable behavior. For teachers, this could include: 

 Praise or recognition from school administrators for effective teaching 

or innovative classroom practices. 

 Awards, bonuses, or promotions for achieving student learning goals. 

 Positive feedback from students and parents, which reinforces a 

teacher's commitment and motivation. 

o Example: A teacher who is consistently recognized for their classroom 

management skills will likely continue using those strategies because the 

recognition serves as a positive reinforcement. 

2. Negative Reinforcement: 

o Negative reinforcement occurs when an undesirable situation is removed as a 

result of the teacher's behavior, encouraging the teacher to repeat that behavior. 

o Example: If a teacher receives less administrative oversight or fewer 

performance evaluations after improving classroom performance, the reduced 

oversight acts as a negative reinforcement, motivating the teacher to maintain 

high standards in teaching. 

3. Punishment: 

o Punishment is the presentation of an unpleasant consequence following 

undesirable behavior, to decrease that behavior. 

o For teachers, punishment may take the form of: 

 Negative performance reviews or feedback from administrators due to 

poor student outcomes or inappropriate classroom management. 

 Reduced pay raises or denial of promotions as a consequence of failing 

to meet performance targets. 

o Example: A teacher who consistently arrives late to work may receive a 

reprimand or face disciplinary action, discouraging the behavior. 

4. Extinction: 

o Extinction occurs when a previously reinforced behavior is no longer 

reinforced, leading to a decrease in that behavior over time. 

o For example, if a teacher used to receive praise for staying late after school to 

help students but no longer receives acknowledgment, they may gradually stop 

putting in the extra effort. 

Application of Reinforcement Theory for Teachers: 

1. Improving Teaching Practices: 

o Schools can use positive reinforcement to encourage effective teaching 

strategies. For instance, recognizing teachers who engage students with creative 

and innovative lessons can motivate them to continue those practices. 

2. Classroom Management: 

o Reinforcement theory can also apply to classroom management. Teachers may 

use reinforcement techniques to manage student behavior by rewarding positive 

behaviors (e.g., participation, punctuality) and discouraging negative behaviors 

(e.g., tardiness, disruption) through appropriate consequences. 
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3. Professional Development: 

o Schools can use reinforcement principles to motivate teachers to engage in 

professional development. For example, offering rewards such as certificates, 

additional opportunities for advancement, or financial incentives for completing 

training or earning advanced certifications serves as positive reinforcement. 

4. Motivating Teamwork: 

o By reinforcing collaboration between teachers (e.g., through recognition or 

rewards for team-based achievements), schools can create an environment 

where teachers are motivated to share ideas and support each other in achieving 

common goals. 

Practical Examples in Schools: 

 Positive Reinforcement: A teacher who implements innovative teaching techniques 

and sees an improvement in student engagement is publicly recognized at a staff 

meeting. This public recognition encourages not only the teacher to continue using 

innovative techniques but also inspires other teachers to follow suit. 

 Negative Reinforcement: A teacher who struggles with classroom discipline is 

required to attend additional training sessions. After improving their classroom 

management, they are no longer required to attend the extra sessions, reinforcing their 

commitment to maintaining better discipline. 

 Punishment: A teacher who fails to submit grades on time may be subject to negative 

consequences, such as receiving a warning or a reduced evaluation score. This 

discourages the behavior and motivates the teacher to meet deadlines. 

 Extinction: A school once offered extra compensation for teachers who took on after-

school programs. If the extra compensation is discontinued, teachers may gradually 

stop volunteering for those programs as the previous reinforcement is no longer 

available. 

Reinforcement Schedules: 

1. Continuous Reinforcement: 

o Rewards or consequences are given every time the desired behavior occurs. For 

example, a teacher may receive praise after every lesson observation that goes 

well. 

2. Partial Reinforcement: 

o Reinforcement is given only some of the time. This can be more effective over 

the long term, as teachers may be more motivated to consistently perform well, 

even when rewards are intermittent. For example, a teacher may receive 

recognition only once a semester for excellent performance. 

3. Fixed and Variable Schedules: 

o Fixed Schedules: Rewards are provided after a set amount of time or number 

of actions (e.g., a teacher receives a bonus at the end of each school year for 

meeting performance targets). 

o Variable Schedules: Rewards are unpredictable, which can create higher levels 

of motivation. A teacher might receive random praise or recognition for ongoing 

dedication to students, keeping them engaged and motivated. 
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 Goal-Setting Theory of Motivation on Teachers 

Goal-Setting Theory of Motivation, developed by Edwin Locke in the late 1960s 

[41,42], suggests that specific, challenging, and attainable goals can enhance 

motivation and performance. For teachers, this theory provides insights into how setting 

clear, meaningful goals can influence their commitment, performance, and job 

satisfaction. 

Key Elements of Goal-Setting Theory Applied to Teachers: 

 
Image: - Key elements of Goal Setting Theory [43] 

 

1. Clarity: 

o Teachers are more motivated when their goals are clear and specific rather than 

vague or ambiguous. Goals such as "Improve student reading levels by 10% 

within the next semester" are much more motivating than "Do better at 

teaching." 

o Clear goals help teachers focus their efforts and provide a roadmap for what 

needs to be achieved. 

2. Challenge: 

o Challenging goals are more motivating than easy goals. However, the challenge 

should be realistic and within the teacher's ability to achieve. For example, 

"Increase student engagement in science class through interactive activities and 

projects" may be a challenging but achievable goal for a teacher with 

appropriate resources and support. 

o Setting overly easy or excessively difficult goals can lead to boredom or 

frustration, respectively. 

3. Commitment: 

o Teachers must be committed to the goals they set or are given. Commitment can 

be fostered through involvement in the goal-setting process. When teachers are 

allowed to set their own professional development goals or contribute to school-

wide academic objectives, they are more likely to be committed to achieving 

them. 

o Teacher autonomy in goal setting strengthens commitment, especially when 

goals align with their personal teaching philosophy and values. 

4. Feedback: 

o Feedback is critical for goal achievement. Teachers need regular, constructive 

feedback to monitor their progress toward their goals. 
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o Administrators, peers, and even students can provide valuable feedback that 

helps teachers adjust their teaching methods and stay on track. For example, an 

instructional coach might provide feedback on how well a teacher is using a 

new teaching method in the classroom. 

o Frequent feedback helps teachers assess whether they are moving in the right 

direction and make necessary adjustments. 

5. Task Complexity: 

o Teachers must consider the complexity of the goals they set. Breaking down 

complex goals into smaller, more manageable sub-goals can help teachers stay 

motivated. For example, a teacher might set a goal to "Incorporate more 

technology in lessons" but break it down into sub-goals like "Learn a new 

educational app," "Integrate it into one lesson per week," and "Evaluate student 

feedback on the app’s use." 

o Complex goals require detailed planning, professional development, and time 

management skills. 

Application of Goal-Setting Theory for Teachers: 

1. Improving Classroom Performance: 

o Teachers can set specific goals to enhance their classroom performance, such as 

improving student test scores, increasing student participation, or reducing 

classroom management issues. For instance, a goal like "Increase average 

student math scores by 15% by the end of the academic year" is specific, 

measurable, and time-bound, making it more motivating for teachers. 

2. Professional Development: 

o Teachers can use goal setting to enhance their own professional growth. For 

example, they may set goals like "Complete two professional development 

workshops on digital learning by the end of the year" or "Become a certified 

Google Educator by the end of the semester." 

o Schools that encourage teachers to set professional development goals often see 

improved teaching practices and increased job satisfaction. 

3. Student Engagement: 

o Teachers can set goals to improve student engagement and learning outcomes. 

For instance, a teacher might aim to "Increase student participation in 

discussions by implementing at least one group activity per lesson." 

o These goals can be aligned with broader educational goals, like fostering critical 

thinking or collaboration among students. 

4. Collaborative Teaching: 

o Teachers working in teams or departments can set shared goals, such as 

"Develop a cross-curricular project that integrates history and English by the 

end of the semester." Collaborative goal setting helps align efforts across 

subjects and enhances teamwork. 

o These team-based goals encourage collaboration and professional dialogue 

among teachers, which can improve overall school performance. 

5. Work-Life Balance: 
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o Teachers often face high workloads, and goal-setting can help manage stress 

and maintain work-life balance. A teacher may set a personal goal to "Leave 

school by 5 p.m. three days a week" or "Spend one day each weekend focusing 

on personal time instead of grading." 

o Achieving these goals can reduce burnout and enhance long-term motivation by 

promoting better work-life balance. 

Practical Example of Goal Setting for Teachers: 

Scenario: A teacher wants to improve student engagement in reading comprehension. 

 Goal: "Increase student participation in reading discussions by 20% within the next 

quarter." 

 Challenge: The goal is ambitious but achievable with targeted strategies like group 

discussions, reading clubs, or interactive reading activities. 

 Clarity: The teacher has a specific target (20% increase in participation) and a clear 

timeline (within the next quarter). 

 Feedback: The teacher receives feedback from students (via surveys) and colleagues 

(through peer observations) on how well the new strategies are working. 

 Commitment: The teacher is committed to the goal because it aligns with their passion 

for literacy and improving student outcomes. 

 Task Complexity: The teacher breaks the goal into smaller steps, such as introducing 

one new reading strategy every two weeks, to ensure the goal remains manageable. 

Benefits of Goal Setting for Teachers: 

1. Increased Motivation: Clear, challenging goals give teachers a sense of purpose and 

direction. This enhances their intrinsic motivation as they can see the impact of their 

efforts on students’ progress. 

2. Better Performance: Teachers who set clear, measurable goals are more likely to 

improve their teaching practices and achieve better student outcomes. The focus on 

goals leads to greater persistence and dedication to improving performance. 

3. Job Satisfaction: Achieving meaningful goals—whether related to student success, 

personal development, or collaborative teaching—can lead to greater job satisfaction. 

Teachers feel a sense of accomplishment when they reach their goals. 

4. Reduced Burnout: Teachers who set realistic goals can avoid feeling overwhelmed by 

their workload. Goal-setting allows them to prioritize tasks and manage their time 

effectively, reducing the risk of burnout. 

Moreover, I can say that by applying Goal-Setting Theory to their professional lives, 

teachers can enhance their motivation, improve their teaching performance, and achieve 

better student outcomes. Schools that support goal setting by providing feedback and 

aligning goals with professional development opportunities can create a motivated and 

engaged teaching staff. 

 

 Theory X, Theory Y of Motivation on Teachers 

Theory X and Theory Y, developed by Douglas McGregor in his 1960 book The Human 

Side of Enterprise [44], describe two contrasting models of workforce motivation based 

on managers' assumptions about human behavior. These theories apply to all types of 
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employees, including teachers, and help understand how different leadership styles and 

assumptions about teacher motivation can influence their performance and engagement. 

[45,46,47] 

 

           
Image: - Theory X & Y [48] 

Theory X (Authoritarian View) 

Theory X assumes that: 

 People inherently dislike work and will avoid it if possible. 

 Employees need to be closely supervised and directed with strict controls. 

 Workers are motivated primarily by extrinsic rewards (e.g., pay) and threats of 

punishment. 

 They lack ambition, avoid responsibility, and prefer to be directed. 

In the context of teachers, if a principal or school administrator adopts a Theory 

X perspective, they may believe that teachers: 

 Are primarily motivated by external factors like salary and job security, and not by the 

intrinsic rewards of teaching. 

 Require close supervision, frequent evaluations, and strict guidelines to ensure they are 

teaching effectively. 

 Should be subjected to rigid rules and administrative oversight, with little room for 

autonomy or professional judgment. 

Impacts of Theory X on Teachers: 

1. Decreased Autonomy: Teachers may feel micromanaged and undervalued if they are 

given little freedom in how they teach or manage their classrooms. 

2. Low Job Satisfaction: Rigid control and excessive oversight can lead to 

dissatisfaction, as teachers may feel their creativity and professionalism are stifled. 

3. Lower Motivation: Relying heavily on extrinsic motivators (e.g., pay or fear of 

punishment) can result in compliance rather than genuine motivation, which may affect 

the quality of teaching. 
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4. High Turnover: Teachers under a Theory X regime may seek employment elsewhere 

where they can experience greater trust and professional autonomy. 

Theory Y (Participative View) 

Theory Y assumes that: 

 People view work as natural and, under the right conditions, find it enjoyable. 

 Employees are self-motivated and capable of self-direction. 

 They seek responsibility, are creative, and can solve problems independently. 

 Workers are motivated by intrinsic rewards (e.g., a sense of achievement, personal 

growth, or the joy of the work itself) in addition to extrinsic rewards. 

In the context of teachers, if a school administrator adopts a Theory Y perspective, 

they believe that teachers: 

 Are motivated by both intrinsic factors such as the love of teaching, personal 

satisfaction from student success, and the desire to grow professionally. 

 Perform best when given autonomy, flexibility, and opportunities for professional 

development. 

 Are capable of setting their own goals, managing their classrooms, and contributing to 

school-wide initiatives. 

Impacts of Theory Y on Teachers: 

1. Increased Autonomy and Professionalism: Teachers are trusted to design their 

lessons, manage their classrooms, and implement creative solutions to meet their 

students' needs. 

2. High Job Satisfaction: With greater freedom and involvement in decision-making, 

teachers feel valued and respected, leading to higher job satisfaction. 

3. Higher Motivation: The belief that teachers are intrinsically motivated leads to a work 

environment where collaboration, innovation, and professional growth are encouraged. 

4. Lower Turnover: Teachers in Theory Y environments are more likely to feel 

committed to their school and profession, reducing turnover and burnout. 

Application of Theory X and Theory Y to Teachers: 

Theory X School Management: 

 Supervision and Control: In schools where Theory X dominates, administrators may 

implement strict policies, constant monitoring, and detailed reporting requirements. 

Teachers may be expected to follow standard curriculums without deviation, and there 

may be an emphasis on standardized testing and performance metrics. 

 Evaluation Focus: Teacher evaluations may be frequent and focused on identifying 

deficiencies rather than supporting professional growth. Teachers might feel pressure 

to meet quantitative goals, such as test scores, rather than qualitative aspects of 

education like student well-being or creativity. 

 Motivation through External Factors: Teachers in a Theory X environment may 

receive few intrinsic rewards. Instead, motivation comes from external factors like 

salary increments, bonuses, or the fear of job loss or poor evaluations. 

Theory Y School Management: 

 Autonomy and Support: In a Theory Y environment, teachers are given more control 

over their teaching methods and are trusted to make professional decisions that benefit 
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their students. Administrators may encourage teachers to innovate and experiment with 

new pedagogical approaches. 

 Professional Development: Schools that follow Theory Y principles often provide 

ongoing professional development opportunities and encourage teachers to pursue their 

interests, enhancing their skills and passion for teaching. 

 Collaborative Culture: Decision-making is often participative, with teachers involved 

in discussions about curriculum design, school policies, and even administrative issues. 

This sense of ownership increases their motivation and commitment to the school's 

mission. 

 Recognition of Intrinsic Motivation: Teachers are recognized not only for meeting 

external standards but also for their passion for teaching, creativity, and contribution to 

students’ overall development. This encourages a deeper sense of accomplishment and 

professional pride. 

Examples: 

1. Theory X Example: A school principal strictly monitors teachers’ lesson plans, 

requires daily reports, and enforces rigid rules about classroom instruction. Teachers 

are evaluated on students' test scores, with little attention to classroom innovation or 

student well-being. In this environment, teachers may focus on compliance rather than 

creativity, leading to frustration and lower job satisfaction. 

2. Theory Y Example: In a collaborative school setting, teachers are encouraged to 

develop personalized curriculums that cater to their students' needs. Professional 

development opportunities are available, and teachers are given the freedom to try new 

teaching methods. Feedback is constructive, and teachers are involved in school-wide 

decisions. This participative environment increases teachers' sense of responsibility, 

innovation, and motivation. 

 

In conclusion, I can say that Theory X and Theory Y provide valuable insights into how 

assumptions about motivation affect teachers’ work environments. Schools that adopt 

a Theory Y approach are more likely to foster engaged, motivated, and committed 

teachers, while those that lean toward Theory X may struggle with issues like teacher 

burnout, low morale, and high turnover. The key lies in creating a balanced approach 

that recognizes both intrinsic and extrinsic motivators for teachers. 

 Application of Motivation Theory Z on Teachers 

Theory Z, developed by William Ouchi in the 1980s [49], combines aspects of 

American and Japanese management practices to create a model that emphasizes long-

term employment, collective decision-making, trust, and holistic concern for the well-

being of employees. In the context of education, Theory Z can be applied to improve 

teacher motivation, performance, and satisfaction by fostering a sense of commitment, 

trust, and community within schools [50,51]. 

Key Elements of Theory Z Applied to Teachers: 

1. Long-term Employment and Job Security: 

o Theory Z emphasizes the importance of long-term employment to build trust 

and loyalty. In a school setting, providing teachers with long-term contracts or 
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tenure helps reduce anxiety about job security and fosters a stable, committed 

workforce. 

o This long-term perspective encourages teachers to invest more in their 

professional development and build lasting relationships with their students and 

colleagues, contributing to a more cohesive and supportive learning 

environment. 

2. Collective Decision-Making: 

o Theory Z promotes a participative decision-making process, where teachers are 

actively involved in shaping school policies, curricula, and other important 

decisions. 

o When teachers are part of the decision-making process, they feel a greater sense 

of ownership and responsibility toward the school’s success. This can lead to 

higher motivation, as teachers see their ideas and input being valued and 

implemented. 

3. Focus on Employee Well-being: 

o A holistic concern for employee well-being is central to Theory Z. Schools that 

apply this approach recognize that teachers' personal and professional lives are 

interconnected and take steps to support both. 

o This could include providing wellness programs, mental health resources, and 

professional development opportunities that enhance both the personal and 

professional growth of teachers. 

o Schools might also ensure a healthy work-life balance by preventing teacher 

burnout, reducing excessive workloads, and offering flexible work 

arrangements when necessary. 

4. Trust and Strong Relationships: 

o Theory Z emphasizes the importance of trust between management and 

employees. In schools, building strong, trusting relationships between teachers, 

administrators, and other staff members creates a collaborative and supportive 

environment. 

o Trust reduces the need for excessive monitoring and control, as teachers are 

trusted to manage their classrooms and teaching methods. This autonomy 

increases motivation and job satisfaction as teachers feel empowered to do their 

best work. 

5. Promotion from Within and Long-Term Growth: 

o Promotion and career growth opportunities are key to Theory Z. Schools that 

follow this approach are likely to promote teachers from within and provide 

opportunities for leadership roles (e.g., department heads, mentors, or 

curriculum coordinators). 

o Teachers who see a clear pathway for career advancement within the school are 

more motivated to stay and contribute to the institution's long-term success. 

Application of Theory Z in Schools: 

1. Fostering Community and Collaboration: 

o Schools can apply Theory Z by building a strong sense of community among 

teachers, students, and administrators. This includes creating opportunities for 
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teachers to collaborate, share best practices, and work together on school-wide 

initiatives. 

o Schools might create teacher teams or committees where staff can collaborate 

on curriculum design, professional development, or extracurricular activities. 

This fosters a collaborative culture, reducing isolation and increasing teacher 

engagement. 

2. Long-term Career Development: 

o By offering career stability through tenure or long-term contracts, schools 

encourage teachers to invest in their professional development. Schools can also 

implement mentorship programs, where experienced teachers mentor newer 

ones, fostering long-term professional relationships and growth. 

o Professional development programs, sabbaticals, and opportunities for 

continuous learning further demonstrate the school’s commitment to teachers' 

growth, increasing motivation and job satisfaction. 

3. Well-Being and Work-Life Balance: 

o Schools that adopt Theory Z principles focus on supporting teachers' overall 

well-being. They may offer stress management programs, mental health 

support, and reasonable workloads to ensure teachers maintain a healthy work-

life balance. 

o For instance, providing flexibility in schedules, adequate time for lesson 

planning, and support staff can prevent teacher burnout and increase long-term 

motivation. 

4. Participative Management: 

o Schools that follow Theory Z actively involve teachers in decision-making 

processes. For example, teachers may participate in selecting curriculum 

materials, developing school policies, and contributing to decisions that affect 

the school environment. 

o Participative management empowers teachers, giving them a sense of 

ownership and responsibility toward the school’s success. This fosters loyalty 

and a deeper connection to the institution. 

5. Teacher Empowerment and Autonomy: 

o By trusting teachers to make decisions about their classrooms and teaching 

methods, schools empower them to be innovative and creative. Theory Z 

encourages schools to give teachers the autonomy they need to tailor their 

teaching to the unique needs of their students. 

o This autonomy increases teachers' intrinsic motivation as they feel trusted and 

respected as professionals. As a result, teachers are more likely to take pride in 

their work and strive for continuous improvement. 

Example of Theory Z in Action: 

Scenario: A school district adopts a Theory Z management style to improve teacher 

motivation and retention. 

 Long-Term Employment: The school district offers long-term contracts and career 

pathways for teachers, ensuring job security and reducing turnover. 
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 Collective Decision-Making: Teachers participate in curriculum committees and help 

shape school policies. Their voices are valued in decisions about instructional methods 

and professional development programs. 

 Focus on Well-Being: The district offers wellness programs, mental health days, and 

flexible work schedules to help teachers maintain a healthy work-life balance. 

 Trust: Teachers are trusted to make classroom decisions without excessive oversight. 

They have the freedom to innovate in their teaching methods, knowing they have the 

support of their administrators. 

 Promotion from Within: The district offers leadership opportunities to teachers who 

have demonstrated commitment and growth, promoting them to department heads or 

mentoring roles. 

Benefits of Theory Z for Teachers: 

1. Increased Job Satisfaction: By emphasizing long-term employment, teacher well-

being, and participative management, Theory Z creates an environment where teachers 

feel valued and motivated. 

2. Improved Teacher Retention: Providing job security and opportunities for 

professional growth reduces teacher turnover and fosters long-term commitment to the 

school. 

3. Enhanced Motivation and Performance: With a focus on trust, autonomy, and 

collaboration, teachers are more motivated to excel in their roles and contribute to the 

school community. 

4. Stronger School Culture: Theory Z fosters a culture of collaboration, trust, and shared 

responsibility, creating a positive and supportive environment for both teachers and 

students. 

Challenges of Applying Theory Z: 

1. Time-Intensive: Building long-term relationships, participative decision-making, and 

promoting from within can be time-consuming and may require more administrative 

effort. 

2. Resource Requirements: Providing wellness programs, professional development 

opportunities, and flexible work arrangements can require significant resources, which 

may not always be available in all schools. 

By applying Theory Z in schools, administrators can create an environment that values teacher 

well-being, autonomy, and long-term professional growth. This management approach builds 

trust, fosters collaboration, and increases teachers' intrinsic motivation to contribute to the 

success of their students and the school [51, 52]. 

Conclusion & Possible Outcomes 

This review of various motivational theories highlights their significant impact on teachers’ job 

satisfaction, performance, and retention. The application of Maslow’s Hierarchy of Needs, 

Herzberg’s Two-Factor Theory, Self-Determination Theory, and others underscores that both 

intrinsic and extrinsic factors are critical in shaping teacher motivation. When teachers’ basic 

needs for security and compensation are met, alongside the fulfillment of higher-level needs 
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such as autonomy, competence, and recognition, their motivation and effectiveness in the 

classroom increase substantially. 

Schools and educational administrators should focus on creating environments that foster 

intrinsic motivation by providing opportunities for professional development, autonomy in 

classroom decisions, and a strong sense of community. Equally important are extrinsic 

motivators, such as fair compensation, recognition, and job security, to prevent dissatisfaction 

and burnout. 

Possible Outcomes: 

 Improved Teacher Retention: Focusing on holistic motivational strategies, 

particularly addressing both intrinsic and extrinsic needs, can lead to higher teacher 

retention, reducing turnover rates. 

 Enhanced Student Outcomes: Motivated teachers are more engaged and innovative 

in their teaching, leading to better student performance and overall classroom success. 

 Increased Job Satisfaction: By meeting teachers’ psychological needs and providing 

a supportive work environment, schools can foster higher levels of job satisfaction and 

commitment among their staff. 

 Reduction in Teacher Burnout: Attention to teachers' well-being, including work-life 

balance and emotional support, can significantly decrease the likelihood of burnout, 

ensuring sustained motivation and productivity. 

By applying the principles of these motivation theories, educational leaders can create positive, 

empowering environments that not only enhance the well-being of teachers but also lead to 

long-term improvements in educational outcomes. 
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