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There has been a lot written about how to attract and retain high performers – competitive 
salaries, benefits, special perks, flexibility, mentoring, opportunities to advance. There is a lot 
to say for these. But, in today’s fast-changing work environment, these methods alone will 
not have the distinctive value needed to attract and retain high performers. The job itself 
provides an opportunity for a person to experience meaning and satisfaction in their work. As 
an industrial engineer, a manager and a teacher, I have experienced and seen the impact of 
work as an enriching experience. This is what this article is about.

Meaningful Job Characteristics
There are three job characteristics that are highly related to enriching work: (1) task 
significance, (2) autonomy and (3) feedback. I discovered these in one of my first graduate 
courses (Organization Design). I went on to conduct practical research to better understand 
the importance of these characteristics for self-management and accountability. I also 
learned the positive impact these three elements have on job performance and satisfaction.

Task significance: I am doing something that really matters – to my internal/ external 
customers, to the organization and to the things I really value. When there is high task 
significance, high satisfaction is experienced in successes and high resolve is experienced in 
setbacks. Both of these are important for learning.

Autonomy: I have the latitude to make decisions on how I will do my job. In an organizational 
setting there are limits to autonomy. To the degree these limits are clear, negotiated and
reasonable, to that degree they will be accepted and valued. Autonomy fuels proactivity.
Proactivity increases innovation and self-management.

Feedback: I receive frequent and natural feedback on my performance. “Natural” feedback 
means that the work itself provides feedback. It does not require another person to be the 
supplier of feedback. With frequent and natural feedback, individuals can exercise greater 
control and have the needed information to continually improve.

In addition to the above, there is one personal characteristic that strengthens the impact 
of all three of these elements on job performance and satisfaction, and that is the need for 
internal growth by the job holder.



Internal Growth Need: I desire a job that is stimulating and 
challenging and provides opportunities for my own creativity, 
development and accomplishment. This does not mean that
people with lower internal growth needs are unmotivated. There 
may be other things in their lives that are also important and may 
have a strong focus for them. 

Tools for Self-management and Accountability
In my book Own Your Job: Five Tools for Self-management and 
Accountability in the Workplace I show the job holder how to 
develop and proactively apply these self-management tools for
greater job meaning, performance and satisfaction. In the book, I 
list five core principles as the foundation for self-management:

1. I work for the customer.

2. I manage my own performance.

3. My boss and I are partners in performance.

4. I am loyal to the truth.

5. I am a lifelong learner.

Self-management is not a solitary endeavor. The development 
and use of its tools build strong relationships with teammates, 
internal customers and the boss. Here are two of the tools: the 
Performance Agreement and the Priority Feedback System, that 
can build a strong collegial relationship between the job holder 
and their boss.

The Performance Agreement is a living document that 
communicates the job holder’s job mission, guiding principles and 
tangible commitments to their key work relationships and the
organization. The job holder assesses their strengths and 
limitations. They interview their key work relationships with four 
important questions. The job holder uses all of this information to
clarify their commitments, establish individual performance 
measures and set goals to meet their commitments. The 
job holder takes the lead in the creation of the performance 
agreement and their boss provides coaching as needed to finalize 
the agreement. 

The Priority Feedback System is a regularly scheduled meeting 
between the job holder and their boss to review progress, set 
short-term priorities and provide two-way feedback. The job
holder prepares the agenda, facilitates the meeting and prepares 
the action minutes. During the meeting the boss asks questions, 
shares information that may impact the priorities and offers
coaching as needed to support the job holder. The boss and the 
job holder each keep a file summarizing the information from all 
of these meetings. The regular communication builds collegiality 
and strengthens accountability.

Closing Comments

Is everyone capable of self-management and accountability?
My experience has been that most people are capable of higher 
self-management and accountability than is currently expected. 
However, some may or may not be ready to use the tools that 
I am suggesting. As mentioned earlier, there are jobs that are 
particularly open to the use of the tools of self-management and 
accountability – those jobs that are currently moderate or high in 
the three job characteristics. A person with a high internal growth 
need can use these tools to take their job to the next level. 
The overall approach to learning and applying the tools
of self-management and accountability is to start with the willing. 
In reality all learning is voluntary.

What is the strategic value of greater self-management and 
accountability?
Greater self-management and the demonstration of accountability 
provide benefits to the individual, their key work relationships and 
to the organization. The practices of self-management increase 
the capacity of the organization to grow at all levels. It leverages 
the time spent on improving and growing the business. It attracts 
and retains people who desire meaningful work, high performance 
and high quality. As the organization creates a work community 
that values self-management and accountability, a culture of high 
quality, entrepreneurial initiative and teamwork is built. Individuals 
experience meaning in their work and engagement with their 
organization. These principles are equally relevant at all levels of 
the organization.
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THE MIDAS TOUCH: 
TURN YOUR PARTNERSHIP INTO GOLD
The Ashland University Corporate Connections department 
has had enormous success with the Corporate Partner 
program since it began in 2016, providing tuition discounts 
on any degree at Ashland University for our partner 
employees and their dependents. To date, hundreds of 
students have benefited from these tuition discounts. 
However, we are happy to announce that we have taken a 
great program and made it even better. As of the summer of 
2022, the Corporate Partner program has been renamed and 
is now Eagle Community Partners. We continue to provide 
the same great tuition discounts, but we’ve added so much 
more.

As we approach nearly 100 external partners, we have 
created two levels of involvement in the Eagle Community 
Partners program. The Purple Level is very similar to the 
former Corporate Partners program and it continues to 
be offered at no cost. However, we have added even more 
benefits to the that level:
•  Invitation to an annual partner appreciation event

•  Access to our monthly Professional Development 
webinars and Top Tips videos series

•  ECP E-newsletter twice a year

•  Invitations to all career (job) fairs to recruit students

•  Complimentary Handshake (job board) account to post     
 internships and job openings

•  Recognition on the ECP virtual Wall of Fame

In addition, we are proud to announce that Eagle Community 
Partners now has a Gold Level partnership. The Gold Level 
has a $5,000 annual fee, but offers an incredible number of 
additional benefits.

•  ECP after-hours networking events

•  $1,000 credit toward professional development through   
 our workforce training and development services

•  Gold Level recognition in Accent magazine sent to more   
 than 26,000 alumni twice a year

•  Complimentary table with premium placement at all   
 career fairs (a $750 value)

•  Exclusive opportunities to connect with AU students to   
 promote internships and job openings

•  Promotional opportunities at AU athletic events

•  Access to the Professional Development Resource Library

•  In-class opportunities to collaborate with AU students on  
 special projects

•  Invitations to special Gold Level VIP events

•  $1,000 credit toward select AU sponsorship opportunities

•  10% corporate discount at the AU Campus Store, Catering  
 Services and Print Shop

•  Complimentary free access to designated conference   
 rooms and campus meeting space

•  Special highlight on the virtual Wall of Fame, including an   
 organizational bio and a link back to your website

More than $2,750 of the annual premium is given back to 
Gold Level members through services and opportunities at 
Ashland University. Furthermore, if you commit to a Gold Level 
membership within the next month, we will offer a 20% discount 
on the first-year membership fee.

Ashland University has a long history of involvement with 
companies and community organizations, combining our 
strengths to benefit the region. Eagle Community Partners 
focuses on enhancing these opportunities for our partners, 
their employees and our AU students. Contact us today about 
becoming Gold Level Eagle Community Partner at 
www.ashland.edu/ecp, or give us a call at  419-207-6745 

SEVEN WAYS TO MAKE SURE YOUR BOSS 
THINKS YOU’RE DOING A GREAT JOB

1. Know your boss’s priorities. If your boss is a numbers person,  

 quantify all your results. If your boss is a customer-is-  

 first kind of guy, frame all your results in terms of benefits  

 to the customer.

2. Say no. Say yes to things that matter most to your boss. Say no  

 to most everything else, and your boss will appreciate   

 that you are focused on her needs.

3. Communicate the way your boss does. If your boss likes e-mail,  

 use it. If your boss prefers voice mail, phone in your updates.  

 Convey information to your boss in the way she likes so that  

 she’s more likely to retain it.

4. Toot your own horn. Each time you do something that impacts  

 the company let your boss know. Whatever the mechanism, you  

 need to let your boss know each time you achieve something  

 that matters to her.

5. Lunch with your boss. If all things are equal, your boss will  

 promote the person she likes the best. So go out to lunch and  

 talk about what interests her.

6. Seek new responsibilities. Find important holes in your   

 department before your boss notices them. Take responsibility  

 for filling those holes and your boss will appreciate your   

 foresight, but also your ability to do more than your job.

7. Be curious. Remember to take time to read and listen. Then ask  

 questions when they are not expected; you will make yourself  

 more interesting to be around, and you will elicit fresh ideas  

 from everyone around you. Your boss will feel like having you  

 on the team improves everyone’s work - even his own - and  

 after all, is your primary job in managing up 

 From:  Trunk, P. (2007).  Brazen careerist: the new rules for  

 success.
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